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Additional Exercises, Cases, and Readings


Within each chapter of this instructor’s manual, we have provided experiential exercises to highlight key points for each chapter.  These can be used in addition to the student exercises located within the textbook.  For instructors who are interested in additional exercises, cases or readings, we have provided a list of excellent sources below. However, there are many sources available and this list is by no means complete.

D. Bowen and F. S. Hall. Experiences in Management and Organizational Behavior, 4th Ed., New York: Wiley, 1995. 

A. Shani and J. B. Lau.  Behavior in Organizations: An Experiential Approach, 6th Ed.  Homewood, Illinois: Irwin, 1995. 

D. Marcic and J Seltzer, Organizational Behavior: Experiences and Cases. South-Western, 1998.

A. Cohen, S. Fink and H. Gadon.  Effective Behavior in Organizations, 6th Ed. McGraw-Hill, 1995.

D.J. Moberg & D.F. Caldwell. Interactive Cases in Organizational Behavior, 2nd Ed. Glenview, IL, 1995.

S.M. Nkomo, M.D. Fottler and R.B. McAfee.  Applications in Human Resource Management, 3rd Ed., South-Western Publishing, 1996.

D. Harvey and D. Brown, An Experiential Approach to Organization Development, 5th Ed.  Prentice Hall, 1995

Specifically related to Diversity

C. Harvey & J Allard, Understanding Diversity: Readings Cases, and Exercises. Harper Collin, 1995.

M. Gentile.  Managerial Excellence Through Diversity: Text and cases.  Irwin, 1996.

Specifically related to International Issues

A. Franceso and B.A. Gold. International Organizational Behavior: Text, Readings, Cases, and Skills.  Prentice Hall, 1997. 

CHAPTER 1

INTRODUCTION

OBJECTIVES


The introductory chapter in this book sets the tone for the rest of the course.  It is not a throwaway chapter and there are a number of useful things you can do with it.  There are three main themes in the chapter.  First, we show the historical basis for the study of organizational behavior.  Second, we discuss several current trends and challenges which make the study of organizational behavior more important and yet more complex.  For example, we suggest how managerial problems will be affected by changes in the economy, in the nature of the work force, and in recent organizational and managerial practices. Third, we discuss the underlying structure and the philosophies of the book are presented. 


One goal of the chapter is to develop the historical background of OB.  You will be able to show how many of the concepts from the popular management books of today have an historical base.  We think it is unwise to ignore the historical context of the field.  As we said, there are some antecedents of current thinking, and the mark of a person well versed in a field is to understand them.  A second goal of this chapter is to show how quickly our work lives are changing and to encourage students to understand that managerial knowledge must change just as quickly to keep pace.  We prepare the students for the consideration of globalization and an increased importance of ethical behavior that are unifying themes throughout the text.


Finally, the chapter outlines the basic structure of the book.  This gives the student a road map to our way of thinking. This is especially critical if you are going to change the ordering of the chapters in the course.

KEY POINTS


There are several key points in this chapter.  One is the idea of approaching the study of organizational behavior with some sort of model in mind.  The model we outline in figure 1.1 is a very general and conventional one.  It allows for modification by the instructor to fit his or her own approach.  


Another key idea is that our perspective is only one way to study organizations and the people in them.  Other views are represented by organization theory, management models, and other disciplines. 


Perhaps the most critical point is the pace at which our work lives our changing. We highlight this change by discussing change in the economy, workforce, and the structure of our organizations.  


Finally we discuss the concept of performance and highlight the three types of performance that will be covered in the text; task performance, contextual performance, and ethical performance.  We argue that managers best manage this performance with a comprehensive understanding of the building block of management that include consideration of the individual. Group, and organizational level variables.
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EXERCISES 

A.  ANALYZING MANAGERIAL WORK

There are a number of different ways that you can motivate the students to think about important issues of managing people in organizations.  For example

1.  You might ask them to describe a problem that they have had when another person failed to perform some task at a desired level and whether the failure was because the person lacked ability or motivation or if it was due to other factors, such as lack of resources or equipment.  Then you can ask how they would try to overcome the deficiency.

2.  Another way to get students involved is to ask them whether or not there is a difference between managers and leaders.  You can create a list of names, which they put into either category then discuss what the differences are between them.   

B.  DEALING WITH PEOPLE AS COMMON SENSE

If you open the class with a discussion of the importance of understanding human behavior by taking a course in organizational behavior, no doubt someone will want to make the argument that a lot of what is covered is just common sense.  One way to capitalize on this point is to discuss just what is "common sense."   You can point out, for example, that ideas that seem to be common sense have contradictory alternatives.  For example, have them discuss the inconsistencies between the following proverbs:

a.  Out of sight, out of mind:  Absence makes the heart grow fonder.

b.  Every man is best known to himself:  Many men are wise about other things, ignorant of themselves.  

CHAPTER 1 STUDY QUESTIONS 

1.  Our discussion of antecedents of management thinking begins with the period around 1900.  It is obvious that there was much thinking about this subject before then.  What are some early sources about organizing and managing people that you know about? 

A.
Much historical writing has implications for managing.  For instance, the Bible gives many ideas about how to treat other people.  The works of Niccolo Machiavelli, recently popular in the management literature, suggest how to deal with power.  Military history and political history all have managerial implications. 

2.  What would be the difference in a person's managerial approach if it were guided by scientific management principles as compared to being guided by concepts from organizational behavior? 

A.
One important difference is that the emphasis will be placed on the work first if one adopts a scientific management orientation.  For the most part, jobs are designed and fixed, then individuals fit into them.  One using organizational behavior concepts would pay more attention to individual differences. 

3.  What are the critical elements in the "administrative theory approach"? 

A.
There are two key features of the administrative management approach.  One is that it has a focus on the work of managers.  The second is that there is an assumption of organization rationality, that is, that organizations and managers want to maximize goals, which normally implies profits. 


Some important ideas from the administrative school are (1) the principles of management, (2) the functions of management, and (3) the emphasis on objectives.

4.  What are the main forces that gave impetus to the development of current thinking about organizational behavior and management? 

A.
In our judgment there were several forces that led to the current thinking about organization.  Some of these are discussed in the chapter.  From the academic perspective the main forces were (1) the strong criticisms of scientific management by influential writers such as March and Simon, Argyris and McGregor and (2) the important studies by the Carnegie and Ford Foundations that advocated the introduction of both behavioral sciences and quantitative methods to business school curricula. 


More recently, we think there has been a growing recognition of the importance of human factors, which has been precipitated by the strength of foreign competition.  Basically, Japanese and European success in American markets has led managers to consider a wider range of ways to improve productivity and one of these areas is the  more effective use of human resources. 

5.  What are the differences between organizational theory and organizational behavior?  Is this a useful distinction in studying organizations?  In managing them? 

A.
The basic difference between organization theory and organization behavior is the focus of analysis.  In organization theory, the focus is on the organization itself as the unit of analysis.  We are concerned with issues such as organization design, relationships between departments, coordination, and organization structure.  From this perspective, we would approach solving problems be redesigning these factors, with the assumption that organizations have a significant effect on the members.  Organization behavior, on the other hand, is more oriented toward individual differences and processes.  Key concepts are attitudes, motivation, perception, ability and personality; groups and group processes are other important concerns in organization behavior.  The focus of problem solving is to begin with the individual, with the assumption that improving individual performance will lead to improved results. 

6.  Some think that managers should know about research and theory so that they can be intelligent consumers of it.  What are some other reasons? 

A.
Perhaps the key reason, as we try to show in the chapter, is that managers are problem solvers and the fundamental premise underlying effective problem solving is to find the cause of the problem.   Therefore, the managers must be researchers in the real world.  They must formulate hypotheses and test them as a scientist does, but the techniques will be different.

CASE DISCUSSION:  JUDY JENKINS


Unless the professor is very different from those we know, it is a good bet that Judy Jenkins was subjected to a good discussion about the role of managing even a small business like her father's. He or she will tell Judy that there is a lot of information available that would help her father to develop human resources more effectively and to manage worker motivation.

CHAPTER 2

PERSONALITY & INDIVIDUAL DIFFERENCES

OBJECTIVES  


Most students taking a course in organizational behavior have already taken at least one basic course in human behavior, such as introductory psychology or sociology.  This chapter and Chapter 3 can therefore serve as a refresher of selected behavioral topics.  At the same time, these chapters attempt to focus on areas that have particular relevance to the field of organizational behavior.


One aim of this chapter is to provide the student with models for understanding and observing human behavior, especially in the organization setting.  Such models are intended to provide focus and direction in diagnosing behavior and in managing from more complete and accurate perceptions and information.  Thus, given a behavioral problem or situation, the student should be able to identify key behavioral variables, as well as take more valid and effective action as a manager.  


Another related aim is to dispel myths and misconceptions about human behavior.  Each student is likely to have models and beliefs about behavior that foster poor diagnosis and invalid actions in dealing with other people.  From an instructional perspective, it would be useful to take opportunities to challenge myths and misconceptions, and to have the students apply better models of behavior.


Finally, this Chapter focuses on individual differences -- primarily the notion of personality.  The objective is to provide several common classifications of personality with a focus on those that are particularly relevant in organizational settings.  Many of these classifications and related theories are referred to in subsequent Chapters of the text.

KEY POINTS


This chapter focuses on four major topics: (1) basics of behavior, (2) approaches to human learning and some applications for the manager, (3) the nature of personality, and (4) personality's role in organizational life.  For each topic, it is first important for the student to learn basic concept definitions.  


Second, concepts should be understood in terms of their location and dynamics in models of behavior.  The model presented in Figure 2.1 provides a useful framework for students that can (and will be) referred to extensively.  Once models are understood, students should use these models to diagnose behavioral problems, and use the model to design systems that effectively account for employee behavior.  The overall key to effectiveness lies in the critical outcome areas for people at work, such as productivity, satisfaction, attendance and retention, learning, and physical and mental well being.  


This Chapter introduces the basics of personality and learning theory as two key factors that influence the behaviors of interest to managers and leaders.  While the discussion of classical conditioning, reinforcement theory and social learning theory are not meant to be exhaustive, they do provide a good foundation for subsequent discussion of how learning influences behavior.


In addition to encouraging improved diagnosis and action, this chapter and Chapter 3 should lay a foundation for the entire course with a focus on the individual.  That is, individual behavior concepts should be kept alive and applied throughout the text and assignments to come. There will be numerous instances where these concepts and models can and should be reintroduced as the student advances through the course.  


Finally, it should be made clear to the student that many more behavioral concepts and models are yet to come in subsequent chapters.  Neither the focus nor the content of individual behavior topics ends with this chapter.  
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EXERCISES
A.  LEARNING STYLES

If you wish to have students examine and discuss their learning styles without administering the entire Learning Styles Inventory cited above, you may reproduce and hand out "Characterizing Your Learning Style" which appears on the following two pages.  After answering the questions, students can discuss the implications of different styles.

Characterizing Your Learning Style

David Kolb has developed the Learning Styles Inventory (LSI), which helps people to characterize their individual style of learning.  The inventory is a questionnaire that tells you the degree to which you emphasize one style of learning over another and can assist you in developing new styles of learning.


The LSI is based on the theory that learning is the process of acquiring ideas and concepts.  The more you remember, the more you have learned.  Kolb views the learning process as active and passive, and says it can be concrete or abstract learning.  The process is described as a four-stage cycle that includes (1) concrete experience followed by (2) observation and reflection, which lead to (3) the formation of abstract ideas and generalizations, which lead to (4) hypotheses to be tested in future actions.


Different people emphasize different stages when they learn.  People with an orientation toward concrete experience emphasize feeling over thinking.  They prefer the present reality over abstract generalization.  Such people often relate well to others and are open-minded.  An orientation toward reflective observation focuses on understanding rather than on action.  This helps people to see things from different perspectives and appreciate different points of view.  They become more patient, impartial, and thoughtful.  If one's orientation is toward abstract concepts, the focus is on thinking and logic.  Such a person builds theories rather than trusts feelings.  This is the scientist as opposed to the artist and represents a need for precision, rigor, and neatness.   Finally, an orientation toward active experimentation reflects an emphasis on actively influencing people and events.  This approach calls for active application of ideas and doing rather than observing.  People with this orientation are good at getting things done and are willing to take risks as they actively seek results.


The LSI dimensions can be put into a grid that combines the four stages of learning to produce four basic styles of learning: (1) accommodator, (2) diverger, (3) converger, and (4) assimilator.

Concrete 

Experience (CE)



Abstract

Conceptualization (AC)                          Active                                                   Reflective

                                                               Experience (AE)                                    Observation (RO)


Each person's learning style as described in the grid is usually a combination of the four learning modes or stages, yet people are also likely to have a dominant style, which might suit them better for certain occupations or situations.

Which is your dominant learning style?_________________________

Do the occupations of your dominant style interest you?________

Source: D.A. Kolb, I.M. Rubin, and J.M. McIntyre (eds.). Organizational Psychology: A Book of Readings. 2nd ed. (Englewood Cliffs, NJ: Prentice-Hall, 1974) 27-42.  The Learning Styles Inventory is copyrighted by and available through McBer Company of Boston.

B.
ANALYZING PERSONALITY AT WORK

Various class discussions can be built around questions regarding personality.  For example, students can be asked as individuals or as groups to describe experiences of different types of personalities they have had to work with


-bureaucratic, authoritarian, or Machiavellian personalities.


-organizationalists, professionals, and indifferents


-abrasive personalities

Students may also be asked to identify personality characteristics that might be more suitable for 


-different organization structures such as organic versus mechanistic structures.


-different types of jobs such as salespersons, air traffic controllers, police officers, 

librarians, accountants or managers.

C.  LIFELONG LEARNING EXERCISES

Ask students to think about ways in which they can control continued learning in their work lives.  Such learning would presumably be critical for keeping up to date and informed, for maintaining job proficiency, for career and organizational advancement, and so on.  On a sheet of paper, students can individually write down lists of things such as

1.  Things they will have to learn throughout life such as what to revision updated of current on, what was learned in college that needs further development, and what new things they anticipate having to learn to be career effective.  

2.  Resources that might be used to execute and facilitate the continued learning process (educational institutions, published materials, various media, other people, etc.).

3.  Resources needed to pay for or otherwise support continued learning.

Students can then be assigned to groups to discuss their ideas.  Have each group assign one member to report out to the total class on good examples from the three original questions asked. The discussion can be focused on the content of the answers as well as the implications of having a learning plan.  For example, can they assess prospective employers when job hunting to see if their learning goals will be hampered or facilitated?

CHAPTER 2 STUDY QUESTIONS

1.  Think of a recent job you have held. Explain how the stimulus environment made a difference in how well you performed and how satisfied you were with the job.  

A.
Elements in the students' job environment to which they can refer include (a) physical objects such as furniture, materials, equipment, and the room or building features, (b) factors such as lighting, temperature, air quality, or noise, and (c) other people including co‑workers and clientele. Direct connections should be made between a particular element of the environment and its specific impact on behavior.  Factors that facilitated and aided performance and satisfaction can be cited.  

2.  Recall a fellow employee who did things on the job that you either liked or disliked.  What do you think caused the behavior? Was the behavior overdetermined? Explain.  

A.
Students should be able to cite several possible causes of the fellow employee's behavior, and avoid single‑cause thinking.  It is also useful if causes can be kept both distinct from and antecedent to the behavior in question.  This question should reveal that it is very likely that the behavior was overdetermined; that is, that any one possible cause could have been sufficient to trigger the behavior.   


Attribution theory is also relevant here, by examining whether the fellow employee's behavior is attributed to the environment or to personal characteristics.  

3.  How does learning take place in classical conditioning?  What use is this theory to a manager? 

A.
In classical conditioning an existing or reflexive stimulus (e.g., the smell of food) is paired closely in time with a different new stimulus.  Eventually the new stimulus will evoke the same response as the original one.  Managers should know that many emotional responses are learned this way.  A manager can better understand reactions such as fear or withdrawal, and perhaps identify stimuli that cause them.  But it is difficult to identify when classical conditioning is occurring at work or to use it effectively as a learning approach at work.

4.  What is the central proposition of reinforcement or instrumental theory of learning?  Why is this theory so useful to management? 

A.
The central proposition of reinforcement theory is that behavior is established and shaped by its consequences.  That is, the consequence is instrumental to learning of the behavior that preceded it.  This theory is useful to the manager because it is fairly easy to use, and has wide applicability to learning a broad range of behaviors.  For example, valued praise following good performance can be very reinforcing and help to sustain that performance.  Managers often control a number of consequences that can be used effectively.

5.  Define vicarious learning and the social learning theory elements.  Explain the usefulness of these to managing behavior at work. 

A.
Vicarious learning takes place when people observe others and model their own behavior after them.  According to social learning theory, such learning involves thinking, intentions, goal setting, reasoning, and decision making in addition to reinforcement.  It helps explain how people learn by watching television, reading, and identifying with other people at work and elsewhere.


Vicarious learning can be used effectively at work in training programs where, for example, supervisors watch films of desirable leadership behaviors.  Also, the use of mentors as models can be a powerful learning tool.

6.  How do personality and situation interact to affect both behavior and the situation itself?

A.
Both personality and situational forces are causes and explanations for behavior.  Some personality characteristics may cause behavior more consistently across situations (need for achievement, e.g.) while some may vary more with the situation (friendliness, e.g.).  Personality effects are more likely to dominate when situations are unstructured or ambiguous, such as in organic organizations. 


Personality also determines the kinds of situations people will enter.  E.g., achievers will avoid conditions that may lead to failure.  Furthermore, as situational conditions attract only certain kinds of personalities, those who select the situation tend to define its characteristics.  Other personalities who do not fit the situation either leave it or don't enter it in the first place (attraction-selection-attrition pattern).

7.  Have you ever met or worked with an authoritarian or bureaucratic personality?  How did the experience affect you?  

A.
It would be common for students to respond positively to the first question, and recall a teacher, principal, or supervisor they know.  Their reactions are likely to be negative.  It might therefore be useful here to explore both negative and positive consequences of working for these personality types.  


Care must be taken not to treat the two types the same, so distinctions between them should be drawn.  It is also useful to explore strategies for working for each personality, and whether or not either can be changed.  That is, the authoritarian personality may actually become a peer or accept being a subordinate if he/she can be made to respect or look up to the other person.  

8.  Refer to the two figures in the chapter that classify people using the Myers-Briggs types.  Put yourself into one of the four cells in both figures. See if another person who knows you agrees with how you perceive your style.  

A.
This is another self-examination exercise in which the students can characterize their problem-solving propensities and assess the implications of falling into a particular quadrant.  There are also implications for self‑development; that is, a sensing type may search for ways to become more intuitive.  Having someone else make a characterization often reveals that people have self‑perceptions that differ from how others see them.  Such differences need not be threatening.  Rather, they can lead to a broadened self image.  This question can be used as a good class exercise to foster understanding of the model.  

9.  Have you ever worked in an organization where managers behaved in the way Argyris's theory would suggest?  What impact did it have on you? 

A.
Argyris' theory points toward an incongruence between the mature personality and certain managerial practices.  The person with a mature personality is active, independent, has a complex behavior repertoire and deepened interests, a longer time perspective, self-awareness and control, and prefers peer and super-ordinate roles.   


Given these characteristics, the students should identify managerial practices they have experienced which frustrate these characteristics, and particularly how they responded to each frustrating practice.  Implications for management practice can now be explored, such as delegation and decentralization, performance appraisal, autonomy and self-evaluation, peer evaluation, time clocks, and any others that seem relevant.  

CASE DISCUSSION:  LAUREL BEDDING COMPANY


Professor Taylor's finding that almost all of the assemblers scored quite high on internal locus of control may be due to several factors.  The workers work rather independently of each other even though they assemble the same product.  They control their own performance levels and financial incentives independent of co-workers. This self-control doesn't seem to be creating any problems because the case reports no signs of tension or frustration.  Over time such a work situation might have caused externals to quit or be assigned to other jobs.  It is also possible that the workers may have participated in the choice and design of the pay plan, and helped to choose one consistent with their internal locus orientation.

CHAPTER 3

ATTITUDES, PERCEPTION, AND JUDGEMENT 

OBJECTIVES


The general purpose of this chapter parallels those of Chapter 2 on individual learning and personality.  That is, it serves as a refresher of selected behavior topics that the student likely studied in other human behavior courses, and attempts to focus on relevance and applications to behavior in organizations.  It continues to attempt to provide useful models for thinking about behavior and dispel myths that students may hold in order to manage behavior more effectively.  Finally, there is an emphasis on improved diagnosis of behavior and behavior problems in the work setting.

KEY POINTS


This chapter focuses on (1) a model of attitudes that includes the role and sources of values, beliefs, intentions, and behavior, (2) the functions that attitudes serve, (3) cognitive consistency and dissonance, (4) employee attitudes and satisfaction, (5) the nature of perception and perceptual tendencies or errors, and (6) judgment tendencies and errors including attribution theory.


Once again, students must learn the definitions of basic concepts in order to use them accurately and to understand the models in which they appear.  The models can then be used to diagnose and take action on the situation as needed.  Because individual behavior is one of the building blocks of the entire text, concepts learned here will apply throughout subsequent topics.  Concepts will also remain relevant for their relationships to key dependent variables of performance, satisfaction, attendance, retention, learning, and health and safety.


There is little doubt, in addition to learning and personality (Chapter 2), that values, beliefs, attitudes, cognitions, perceptions and judgments are fundamental components of individual behavior.  There is hardly a behavioral situation or problem at work that won't benefit from the use of these concepts as a diagnostic and an action-taking aid.

TOPICAL OUTLINE
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EXERCISES
A.  KIDNEY MACHINE DECISION

This exercise is aimed at demonstrating how values, attitudes, and beliefs manifest themselves when people have to make difficult judgements and decisions.  The students are asked to act as a hospital advisory committee and decide which one of eight people get to fill a vacancy available on the hospital's kidney machine.  To conduct this exercise:

1.  Hand out the "Kidney Machine Problem" and "Patient Candidate" sheets on the following 2 pages, and tell the students to study the material in preparation for a meeting of the hospital committee of which they are a member.

2.  Give students 5-10 minutes to study the material, working independently, and if they like, to make their choice on one person who should go on the machine.

3.  Form students into teams of 4-6 people and give them 20 minutes or so to arrive at their recommendation.

4.  Instruct each group to elect a recorder who will also report out and explain their decision to the class.

5.  During and at the end of group reports, have the class examine how values, attitudes, and beliefs effected:


a. The decision process


b. The final decision made


c. The interpersonal relationships between


   group members.

Kidney Machine Problem

Community Hospital located in a large southeastern city, operates a kidney machine.  A marvel of technological ingenuity, it is the only hope of life for people with some kidney disease.


In actuality, the machine functions as a kidney for people who have lost the use of their own.  By connecting themselves to the machine for a period of time each week, people with renal failure can remain alive indefinitely -- or until they die from some other ailment not connected with their kidneys.


There are several problems associated with using this machine, for there are many more people who need it than there is time available on the machine.  In fact, only about five people can be placed on it at any one time.  Doctors examine all potential patients and determine those who could profit most from connection to the machine.  They screen out those with other diseases, for whom the machine would be only a temporary expedient, and they turn their list of recommended patients over to the hospital administration.  At present, the doctors have submitted the names of eight persons for one place on the machine.


The committee assembled to make the decision has been given a brief biography of each person appearing on the list.  It is assumed that each person has an equal chance of remaining alive if allowed to use the machine.  Thus, the committee is asked to decide which one of these may have access to the machine.

Assignment

You are asked to act as a member of this committee.  Remember, there is only one vacancy, and you must fill it with one of these eight people.  You must agree, unanimously, on the single person who is to be permitted to remain alive.  One and only one person from this group can be selected to live.  This person will be permitted to use the kidney machine.  You must make the decision.


You must describe the criteria (reasons, bases) you used to make your decision, and the method your committee used to arrive at the decision.  The only medical information you have is that people over forty seem to do poorer on the machine than those under forty (although they do not necessarily find it useless).  It is up to you.

Patient Candidates
1.
Member of the U.S. Senate


Age 50

Chairman of Government Waste and Fraud Committee


Leader of Congressional Hawks

Disinherited son who demonstrated against Vietnam involvement


33rd Degree Mason

2.
Political activist


Age 26

Girlfriend is active in women's liberation movement


Published in his field


Talk show appearances


Believes society as it exists must be 
radically changed


Jailed for demonstrations


I.Q. 165

3.
Psychiatrist


Age 59


Lucrative practice


Studied in Vienna


Married, second time for both


No children

Consultant to National Civil Rights groups

Expert in the "Psychology of the Ghetto"

4.
19-year-old college freshman


Jewish upper middle class parents


Upper third of high school class

In high school, active in science affairs and creative in literature


Able student


Undecided vocational goals

Only child, shy, socially not out-going

5.
Woman


Age 65


Donated the kidney machine


No one willing to give a 
machine before she volunteered


Husband on board at hospital


Poor medical risk


Her name submitted by 
anonymous board member

Well-known community leader, philanthropist

6.
Girl


12 years old


I.Q. 97

Teachers describe her as shy, withdrawn, inhibited

Family immigrated to New York the year she was born

Father owns restaurant where mother is cook

7.
Scientist


50 years of age


Leading researcher in cure for cancer


Not married


Psychological report: Unstable


Two heart attacks

8.
Father


35 years old


3 children


Salesman


Member of John Birch Society


Attends church regularly


Mild alcoholic

B.  JOB SATISFACTION QUESTIONNAIRE

This exercise is merely an attempt to give students first-hand experience at taking or using a job attitude survey.  The instrument is ready for reproduction on the following pages.


There are several ways to use this questionnaire.  One is to have students fill in out as an employee on a job they currently hold or have held in the past.  Another is to have the students administer the questionnaire to others outside the class.  In the latter case, the instructor is advised to discuss the sample and monitor the process of administering the sample and monitor the process of administering the questionnaire so as to insure anonymity and privacy of respondents.  There may also be certain human subjects’ requirements to meet at your university.


Scoring of the questionnaire can be done using the attached key, and various discussions can take place in interpreting the results.  Attention should be given to the implications of collecting such data from an employee group.  For example, there are dangers in surveying attitudes and then failing to take action on the results.  Students can discuss ways to follow up on such a questionnaire.

SATISFACTION QUESTIONNAIRE

For each of the items below, indicate the degree to which you are satisfied or dissatisfied using the following scale.  Enter the appropriate number in the space provided for each item.



1 - Extremely dissatisfied



2 - Very dissatisfied



3 - Somewhat dissatisfied



4 - Indifferent



5 - Somewhat satisfied



6 - Very satisfied



7 - Extremely satisfied

_____  1.
Management's interest in the welfare of employees.

_____  2.
My chances for a promotion to the next higher level.

_____  3.
Pay received for overtime work.

_____  4.
The challenge that my job provides for me.

_____  5.
The feeling of being able to use one's own unique capabilities, realizing one's potentialities.

_____  6.
The feeling of security in my position.

_____  7.
The pay I receive for my work.

_____  8.
The feeling that my job is an important one.

_____  9.
My pride in working for the company.

_____  10.
My chances of going as high as I would like to here.

_____  11.
The feeling of self-esteem in my position.

_____  12.
The feeling of worthwhile accomplishment at work.

_____  13.
The appreciation shown for my work.

_____  14.
The existence of reward based on accomplishment.

_____  15.
The prestige of my position outside the company (the regard received from others not in the company).

_____  16.
The opportunity to plan ahead and carry out the plan.

_____  17.
Pay here compared to most places.

_____  18.
Steadiness of work here compared to most places.

_____  19.
The opportunity to develop friendships in the company.

_____  20.
The opportunity for personal development and growth.

_____  21.
My feeling that the company is a good place to work.

_____  22.
The pleasure of interacting with fellow employees.

_____  23.
The opportunity for independent thought.

_____  24.
Company recognition for a job well done.

_____  25.
Chances of keeping this job as long as I want it.

_____  26.
Satisfaction I get from carrying out my position responsibilities.

_____  27.
Management's understanding of employee's problems.

_____  28.
The feeling of self-fulfillment from work.

_____  29.
Fairness of compensation.

_____  30.
My changes for advancing at a reasonable rate.

_____  31.
The knowledge that my work is acceptable.

_____  32.
The prestige of my position inside the company (the regard received from others in the company).

_____  33.
The awareness that others have of my performance when I perform well.

_____  34.
The opportunity to decide on appropriate courses of action.

_____  35.
The dignity with which I am treated.

_____  36.
The opportunity to discuss personal problems with fellow employees.

_____  37.
The degree to which my work is interesting.

_____  38.
The existence of understanding or sympathetic concern for personal problems.

_____  39.
The freedom to express independent opinions about my work.

_____  40.
Enjoyment of the work I am doing here.

Scoring Instructions: Satisfaction Questionnaire

There are 10 subscales in the questionnaire.  Items for each scale are indicated below.  Raw scores can be converted to averages for each scale to allow direct comparisons between scales with different numbers of items.

1.
Extrinsic Rewards: 13, 24, 31, 32, 33

2.
Intrinsic Rewards: 5, 8, 11, 20, 26, 28, 37, 40

3.
Autonomy and Independence: 16, 23, 34, 39

4.
Job Security: 6, 18, 25

5.
Accomplishment Opportunity: 4, 12, 14

6.
Compensation: 3, 7, 17, 29

7.
Advancement: 2, 10, 30

8.
Co-worker Relations: 19, 22, 36

9.
Concern for Personal Welfare: 1, 27, 35, 38

10.
Pride in Company: 9, 15, 21

C.  INFERENCE EXERCISE

This exercise is an example of how people's values, needs, experience, and perceptual tendencies operate.  Despite the fact that this is an uncomplicated, four-sentence story and the questions are not complex, even bright and well-educated people make mistakes in answering questions.


The procedure is to read the story slowly to students, repeating it several times.  Then ask the students to write down their answers to each question below as you read the questions.  Again, repeat the questions or the story as often as students may request it.


The story and questions you read are as follows:


A businessman had just turned off the lights in the store when a man appeared and demanded money.  The owner opened the cash register.  The contents of the cash register were scooped up, and the man ran away.  A member of the police force was notified promptly.


Now answer the following six questions by indicating T (true), F (false), or ? (can't tell or don't know):

_____ 1.
A man appeared after the owner had turned off his store lights.

_____ 2.
The robber was a man.

_____ 3.
The man did not demand money.

_____ 4.
The owner opened the cash register.

_____ 5.
After the man who demanded the money scooped up the contents of the cash register, he ran away.

_____ 6.
While the cash register contained money, the story does not state how much.


After all questions are answered, poll the class for their answers to each question, one question at a time.  Discuss reasons for particular answers and disagreements over them.  The correct answers are as follows:


1. ?


2. ?


3. F


4. T


5. ?


6. ?


The (?) or "can't tell" answer are cases where people's perceptions, judgements, and inferences come into play in mentally interpreting and organizing the story.  Question 4 is particularly interesting because it is taken verbatim from the story itself, yet people get it wrong (attentiveness? selective perception?).  Duplications for such behavior at work can be discussed; e.g., how quick judgements and assumptions might effect a superior-subordinate relationship such as during a performance appraisal or discussion over a work-related incident.

CHAPTER 3 STUDY QUESTIONS

1.  Define and differentiate among attitudes, values, and beliefs.  How are these three concepts linked together to help explain behavior?

A.
Attitudes are predispositions to react in a favorable or unfavorable way to almost anything in the world around us.  Values are more general then attitudes and reflect the emotional side of attitudes; they reflect what people consider right or wrong.  Beliefs are the cognitive side, or thoughts and ideas we hold about objects and events, including conclusions we draw about them.  Our values and beliefs from the basic underpinning of our attitudes and are behind behavioral intentions.

2.  What are the various ways that attitudes, values, and beliefs are formed?

A.
These are formed through learning and socialization, so learning models apply to them.  Four ways they are formed include (1) direct personal experiences with an object or event, such as flying for the first time; (2) by association, such as when we learn to dislike injections and therefore dislike people who administer them; (3) interacting with people provides countless opportunities to shape our likes, dislikes, beliefs, and predispositions; and (4) the mass media such as newspapers, films, and television which often have a strong cumulative effect.

3.  What functions do attitudes serve for people?

A.
Attitudes serve many functions for us.  These include (1) providing us a frame of reference such as when we disbelieve that a good friend committed a crime; (2) serving a reinforcement function, such as being on guard when we are near a person who had threatened us in the past; (3) as an expression of values, such as when we publicly take a position on an issue central to our values; (4) protecting our ego or self-esteem, such as when a dominant person views others as usually lazy or dependent; and (5) reconciling contradictions, such as when we compartmentalize two attitudes in order to explain events (e.g., we might retain our positive attitude toward our car when it fails us by holding a negative attitude toward, and blaming, a mechanic or factory worker).

4.  List five people, events, or objects about which you have strong attitudes, positive and negative.  In what ways might these attitudes affect your behavior as a manager?  How will subordinates react to such behavior?

A.
This question can be difficult because students may be unable or unwilling to reveal or evaluate some of their attitudes.  Yet this can be a useful exercise if the student can see clearly how powerful attitudes are in shaping behavior.  Furthermore, examining how attitudes might operate in their role as a manager can be a beneficial and revealing exercise.  Particularly relevant here might be attitudes toward the opposite sex, poor performers, hierarchical organization, personality types, shorter work weeks, and the like.

5.  What kinds of new attitudes do you think you might learn as you advance upward in management?  

A.
Like question 4, this question also calls for self-examination and reflection.  The question can evoke perceptions (or misperceptions) students have about the managerial role, and reference can be made to the previous chapter in addressing the issues here.  Students' ideas about requirements for managerial success can be uncovered; that is, some students may focus on humanitarian values while others emphasize competitiveness.  The examination of which attitudes might be lost or changed is an attempt to uncover dysfunctional attitudes.  Perhaps some of the chapter's teachings served to challenge some student myths and misconceptions about behavior that are rooted in attitudes and values they hold.

6.  What is the purpose of employee attitude surveys?  What cautions should be taken in their use?

A.
Employee attitude surveys are conducted to assess employee feelings, satisfaction, or dissatisfaction with any of a number of work-related factors.  Among these are things such as pay, benefits, supervision, the type of work assignments, vacation policy, hours of work, freedom on the job, to name just a few.  Although often anonymous, the organization can code the data to identify whether attitudes  vary as a function of department, organization level, part-time versus full-time employees, etc.  Some organizations conduct surveys regularly, others less consistently or not at all.  The important thing in doing such surveys is to design them well so that useful and valid data are collected, and above all, to be sure to take action on the survey in order to interpret the results more fully and especially to take necessary actions.

7.  Define cognitive consistency and dissonance.  Cite several factors that help to cause dissonance.

A.
Cognitive consistency occurs when there is agreement or consonance between our behavior and attitudes, or between our beliefs or thoughts (cognitions).  For example, it is consistent to act politely when we value good manners.  Cognitive dissonance occurs when there is inconsistency among attitudes, behavior, or cognitions.  For example, people who view themselves as honest may overestimate the value of their charitable donations on their income tax forms, or they may experience dissonance when they see a criminal engage in an inconsistent socialized way.  One feels dissonance when there is insufficient justification to act against one's beliefs or values, or when our expectations are disconfirmed.

8.  What characteristics of an event or object are likely to affect how it is perceived?

A.
These characteristics of an event or object include (1) its intensity; (2) how much it contrasts with its surroundings; (3) its motion, (4) its novelty; (5) its relative size; (6) its ambiguity or incompleteness; and (7) its status or importance, such as in viewing other people.

9.  Define five major judgment tendencies or errors that people commonly commit.

A.
Five major judgment tendencies or errors include (1) first impressions, which are often lasting; (2) halo, or overemphasizing a single characteristic; (3) projection, or casting our own attributes onto others; (4) implicit personality theory such as linking, honesty, and diligence; and (5) stereotyping, as in attributing characteristics of a group to a particular individual.

10.  Describe three work situations that show how a particular judgment error might damage the relationship between a superior and a subordinate.

A.
The following are some examples that show how judgment errors might damage this relationship.  (1) A supervisor halos on one worker and inflates the performance appraisal.  This would damage the supervisor's relationship with other subordinates who do not halo on that worker.  (2) Stereotyping has capacity to damage a relationship, for very few people like to be characterized in terms of some group such as Polish, southerner, black, or female.  (3)  Projection also can damage a relationship when the person engaging in projection makes the other person feel mischaracterized or misunderstood.

11.  According to attribution theory what are two basic judgment errors people commit?  Cite several organizational implications of attribution errors.

A.
One basic attribution error is the fundamental attribution error.  This is the tendency to explain behavior as caused by personality or "what they are" as opposed to attributing behavior to environmental or outside causes or pressures.  The other error is the self-serving bias, which is a tendency to see ourselves favorably.  The self-serving bias leads people to take personal credit (e.g., intelligence) when they do something favorable, but to blame the environment when they behave in an unfavorable way or are accused of so doing.  Organizationally, there are many serious problems of attribution errors.  They can affect how interacting groups get along or cooperate.  Relationships would deteriorate if the other group were blamed for causing errors that were beyond their control, for example.  These tendencies are also apt to play a critical role in special situations where people evaluate each other, such as when a superior conducts an annual performance appraisal or selection interview.

12.  List the ways in which an applicant for a job can behave in order to affect or control judgment tendencies of the interviewer.

A.
Applicants, for example, can generally try to present themselves in a positive manner and try to control first impressions.  They might do so by appropriate dress, good posture, and a smiling or otherwise pleasant demeanor.  To fight negative halo, applicants would control their resumes and their personal behavior so as to highlight specific accomplishments.  Showing interest in the interviewer or his or her job or company would also help.  Another technique would be to provide contrary evidence if and when the interviewer engages in stereotyping or in the fundamental attribution error.  For example, a female or minority person could present cues or experiences that are contrary to commonly held stereotypes.

CASE DISCUSSION:  A BAD DAY IN BOONETOWN


There are a number of perceptual errors exhibited by the cast of characters in this case.  Tom, the plant manager, shows bias toward Bonnie by attributing her performance to her high effort but probably not to her ability, which he questioned at the end of the case.  Carl, the sales manager, stereotypes production people by saying they're "all the same" and shows the effects of first impressions in characterizing Cranston.  Peter, the production manager, commits projection when he questions whether others have any appreciation for his situation.  He also accuses sales of not considering the total company, and by doing so seems to be organizing facts in his own favor, and perhaps projecting once again.  Bonnie, the chief scheduler, as well as others, is exhibiting selective perception by seeing only her side of the story and facts.  A frequent error made by the parties involved is the self-serving bias, which frequently occurs with the fundamental attribution error.  In addition, all parties at one time or another exhibit a level of emotion which is likely to worsen some perceptual errors such as selectivity, projection, and attribution errors.

CHAPTER 4

ORGANIZATIONAL ACCOMODATION: CAREERS, SOCIALIZATION AND COMMITMENT

OBJECTIVES 


In this chapter, we discuss the role of work and its place in the person's life.  The primary goal of the chapter is to make the student aware of the many factors which, according to some thinking and theory, shape human beings' orientation toward work and how that orientation is related to the adjustment of individuals in the place where they work.   


The complexity of a career and types of career paths are discussed.  The student should come away with the different perspectives that may be used to judge career success.  In addition, the way that a career fits into the person's life structure is also clarified.  It is not too early for most students who are in the course to understand that to be active and successful in any work career requires that work be balanced with other dimensions of life such as family relationships and relationships with friends. 


We also wish to give the students an understanding of what will happen to them when they begin work.  Organizational socialization processes are considered in detail.  We also consider early socialization and preliminary work socialization.


An additional objective is to outline our conception of organizational personality orientations. These represent a generalized perspective of different ways that persons view their relationship with the organization and build on the discussion of personality presented in Chapter 2.  We develop this into a discussion of organizational commitment and describe continuance, affective, and normative types of commitment.


A final objective added in this edition to discuss the concepts of commitment and careers in terms of workplace diversity.  We focus on women and careers.


There are many links that can be drawn between this chapter and others that will ultimately lead the student to understand the complexities of human behavior in organizations.  For instance, the discussions of organization socialization and of the personality orientations may be related to the chapter on stress, behavioral controls, motivation, and conflict.   

KEY POINTS 


There are four key points in this chapter.  The first is the career discussion in which we focus on how careers success is judged and different career paths.  The students should also be very interested in the material on career paths, as many will be concerned that their initial choice will limit future career options they might have.  The existence of different career paths should broaden there thinking on these issues.


Socialization is also an important topic.  We touched on this in earlier chapters, but here we go into more detail.  Your emphasis here could be on how individuals in different professions are subject to different types of preliminary work socialization, often through university programs or specialized training programs, and how these experiences affect the way they accommodate their work experiences. In this edition, we have expanded important material on career issues of women, particularly since much of the earlier socialization materials were based on studies of men.  


The third key point is organization socialization.  After one begins work, he or she is subjected to the influence of the organization.  Organizations want to have competent, loyal members and they do many things to try to obtain them.  One of these is to try to socialize new members to the values and norms of the organization.  Students should understand the importance of organization socialization to their adjustment to work. 


Finally, the last key point is the treatment of organizational personality orientations.  These three personality types, drawn from the work of Presthus, will give the student a good frame or reference for understanding organization commitment and involvement.  
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EXERCISES
A.  ANALYSIS OF CAREER STAGE CHANGES

A useful exercise is to get the students to focus on significant issues in their careers.  These are discussed in Chapter 4


1.  Students, as individuals, should identify their current career stage.  They should make some notes about where they are, how they are progressing with the major tasks, and how well they are resolving the major issues.  


2.  When they have finished this, they should attempt to determine their objectives for the next career stage.  By considering the major tasks in the next stage, they should be able to develop some idea of what they must do in order to achieve their objectives.  


3.  When they have done this, discuss the results. 

B.  CONFLICT BETWEEN SUBIDENTITIES

1.  Ask each student to list some of the more important activities of their roles 



A.  As students



B.  As spouses or partners



C.  As members of their families (Wives, husbands, children)




E.  At work


2.  When they have finished this, each student should rank the importance of each of these roles relative to the other.  This can be done by simply rating them from "most important" to "least important."


3.  Make some notes about areas in which these roles conflict.   


4.  Develop a strategy for reaching an accommodation for these conflicting roles.  


5.  List the costs of such accommodations.

CHAPTER 4 STUDY QUESTIONS 

1.  In what ways can psychological success and objective success be related?  Can you have one without the other? 

A.
Psychological success is defined as increasing one's own self‑esteem.  Objective success is defined as achieving some high level of an objective indicator such as pay, organization level, or a high status position.  Psychological success and objective success may or may not be positively correlated.  For example, a person successful at work who at the same time has a high level of self‑esteem would be a case where the two types of success are related.  So would be the instance where failure to achieve objective success would cause a person to lower his or her own self-esteem. 


But there can be cases of people who have very high self-esteem, but low levels of objective attainment.  These individuals may be quite content with their lives, even though they are not wealthy or "successful."  Similarly, it is possible to have attained a great deal of objective success but to have low self‑esteem. 

2.  What are the phases of organizational socialization? 

A.
There are, in most theories of socialization, three stages. The first is preliminary work socialization.  This is the period before one starts to work.  It is during this period that one begins to learn organization and work values.   


The second stage is organizational entry.  This  is the period when one first joins an organization.  During this period, the person is first exposed to norms of performance and norms of involvement. 


The last stage is organizational accommodation.  During this stage, a person develops a way of coping with, or adapting to, the place he or she works. 

3.  How can the behavior of parents affect job and career choices?  How would you say your parents affected your career choice?

A.
The work of Roe is most directly related to this question. She argues that the way children are reared will affect their occupational values and choices.  Parental behavior may reinforce children's values toward persons or not toward persons. 


Those children who develop values toward persons tend to choose careers in service, business, arts, and entertainment.  Those who develop attitudes not toward others tend to choose occupations in science, technology, and outdoor activities. 


There is also much work which shows the effects of parental occupations and status on job choice.  For instance, some research shows that children from high-status families choose high-status jobs and vice versa.   


For the last part of the question, you will want to engage the students in discussion:  (1) What are parents jobs?  (2) Would you work in the same job or industry?  (3) How has your choice of study in college been affected by your parents?  

4.  What is occupational socialization?  Differentiate it from organizational socialization.  Analyze to what extent you have experienced occupational socialization at this stage in your life.

A.
Occupational socialization is learning the values of a particular field of work while organization socialization is learning the values that permeate a place of work. 


You should be able to engage the class in a discussion of occupational socialization.  If your class has any accounting students, for example, you can ask them what they have learned about what an accountant should do, about ethics, and so forth. 

5.  Give some examples where there is strong occupational socialization before one actually assumes an occupational role. 

A.
Some of the fields in  which there is very strong occupational socialization are medicine, law, most religious careers, military personnel who attend service academics, and in occupations with long apprenticeship programs. 

6.  Select two personality orientations discussed in Chapter 2.  What are the implications of these types for management and control?  Can you relate these personality types to people you know?

A.
This classification of "organization orientations" is an attempt to characterize the way people are involved with their work and the place that they work.  The key point here is that these perspectives are most useful from a motivational and control perspective.  They give some insights about the types of rewards that might appeal to individuals and the way that they may be managed.  The types and some of their characteristics are: 

1.  The Organizationalist tends to be highly committed to the place of work.  The Organizationalist tends to respond to organizational rewards because they represent his or her success in achieving organization status.  Organizationalists tend to avoid controversy, maintain the chain of command, have low tolerance for ambiguity and high morale. 

2.  The professional is more oriented to the work that is to be done rather than the place of work.  Professionals see organizational authority as "nonrational."  They are highly ideological about work values and tend to seek recognition from peers in their field, both inside and outside the organization. 

3.  The indifferent tends to be alienated both from work and the place of work.  They have lower morale, are more oriented toward leisure, and tend to reject status symbols of the organization. 

CASE DISCUSSION:  HARRISON ELECTRONICS

1. What would you do if you were Sarah?  Why?

Sarah does not want to react to John David's flare-up in the meeting right now.  The reason is simple.  Apparently, he has a reputation for being rather aggressive and straightforward and he could become angry at her.  If David is as good a manager as it appears he is, later he will see that Sarah is not the cause of the problems.

2. What are the important factors that Sarah should have considered before she took the job?

The company is technology oriented and it has been for several years.  Harrison wants to enter a new market, one which is highly competitive.  This is the kind of firm that Sarah came from so, in a sense, she is suited for the job.

The real problem is whether or not Harrison can, or will, change the orientation of the unit so that the policy making and strategic influence comes from the marketing side for the word-processing project.

Sarah, and anyone else who is changing jobs, should look carefully at how the new situation fits with her experience.  It is a crucial issue in a job choice to try to fit the person's work orientation and experience to a particular job setting.

3. Would a career failure hurt Sarah?

Generally, no career failure can help.  However, in this case when there is a misfit between the person and the organization, perceptive employers will notice it.  Thus, Sarah will want to be certain that any potential employer is aware of the circumstances.

It would be a very different matter if Sarah had been hired at another retailing firm and failed.  Here, perhaps, the failure would be more of a problem because you can draw a stronger, though not certain, inference that her failure was her fault.

CHAPTER 5

MOTIVATION THEORIES

OBJECTIVES 


This is the first of two chapters on the subject of motivation.  This chapter covers the important process and content theories of motivation and the next deals with their application.  This chapter has several specific goals.  First we explain the role of motivation in understanding organization behavior.  This is done by, first, drawing a distinction between the psychological construction and a managerial construction of motivation.  Then a discussion of the Motivation/Results Model further clarifies how motivation is related to performance.  This model, with a strong emphasis on performance, illustrates how factors other that the individuals level of motivation are related to results. 


A second objective expanded in the edition is to introduce students to a broader conception of performance that includes task performance and contextual performance.  This is consistent with the discussion of performance found in Chapter 1.


The third objective is to clarify the distinction between the process theories and the content theories.  It should be useful for the students to know that some theories focus on how motivation occurs, while others focus on what makes it work. 


Fourth, we want the student to understand the particular elements of the different theories.  To this end, we include a fairly detailed discussion of the different theories.    

KEY POINTS 


There are several key points in this chapter. The first is the distinction between the view of motivation as a psychological concept and as a management function.  Of course, the specific details of the different theories of motivation are the more important facets of the chapter.  These should be discussed, as well as how these theories are related to each other.   You should also touch on the strengths and weaknesses of each approach.  For expectancy theory, you should point out that there are different kinds of expectancies, the distinction between valences and expectancies, and the role of ability. 


There are several important points that should be reintroduced about reinforcement theory.  The students must be aware of the different types of consequences (reinforcements, punishment, etc.) and of the various schedules of reinforcement.  The effects of reinforcement schedules and the different consequences should also be discussed.  You can also demonstrate how they are related to other topics elsewhere in the book.  For instance, it can be related to content theories of motivation by showing how the different needs can emerge through reinforcement processes and how different facets of work may be positively or negatively reinforcing.  It can also be related to expectancy theory and to goal-setting theory.  The students may also be reminded that socialization can be explained in terms of reinforcement theory.  Goal-setting theory is another approach that deserves attention.  There is a good deal of theoretical development and empirical support here.  It is an area in which there has been much applied success and this should be pointed out to the students.  Here, particularly, there should be time devoted to how to use goal setting at work.  The treatment of MBO in the next chapter will be especially useful. 


Justice theories are the other process theories considered in this chapter.  Both outcome and procedural justice are discussed in depth. Equity theory considers the different types of inequity that may develop and the way that the person resolves them is the key consideration.  This can be related to other facets in organization behavior such as turnover, commitment, and withdrawal and alienation from work.  Finally, in keeping with the theme of this book, we think that the organizational applications of these theories, outlined in the next chapter, should be developed.
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EXERCISES

A.  CONSIDERATION OF THE ROLE OF ABILITY AND TECHNOLOGY

An interesting discussion is one that focuses on the effects of individual ability and technology on performance.  For example, you can ask students to describe some ways that technology has simplified their own lives and how that technology acted as a "substitute" for motivation.  Some examples to start them thinking could be


1.  Whether the availability of a microwave oven and prepared foods in the grocery store has affected the extent to which they prepare more meals at home.  


2.  What effect computer software (such as Microsoft or Word Perfect word processing) has had on what they do as students, both in learning and in the preparation of assignments?


3.  For both instances above, what happened to their motivation and what effects did this have on the results.

B.  ACHIEVEMENT AND POWER MOTIVATION

After ensuring that they have a good understanding of achievement motives and power motives, students can prepare a list of recognizable persons who are high on one of these motives.  They can discuss what it was about the person that caused them to be put on the list.  



One thing you can do with this discussion is to ask how many women are on any list.  Most likely there will be a very small number.  This could lead to a discussion about the role of stereotypes and motivation.

C.  GOAL SETTING EXERCISE

This exercise demonstrates the effects of specific and difficult goals on performance.  It shows the importance of goals as they relate to obtaining good results.  


The exercise involves to lists of words (Word Association Exercise A and Word Association Exercise B are on following pages). You will need a copy of each for every student.  The processing instructions that follow suggest that you begin with Exercise A.  

Administration Instructions
1.  Tell the students:


THIS EXERCISE DEMONSTRATES THE IMPORTANCE OF GOALS AS THEY RELATE TO OBTAINING GOOD PERFORMANCE.  GOALS ARE ELEMENTS IN PLANNING AS WELL AS HAVING STRONG MOTIVATIONAL EFFECTS.  

2.  Distribute Word Association Exercise A, then tell the students:


"THIS IS A WORD ASSOCIATION EXERCISE.  THE TWO SETS OF FOUR WORDS EACH IN FRONT OF YOU ARE EXAMPLES OF THIS WORD ASSOCIATION EXERCISE.  LOOK AT EXAMPLE A.  READ THE FOUR WORDS IN EXAMPLE A: SLEEPING, CONTEST, SPOT, SHOP.  NOW, THINK OF A FIFTH WORD THAT IS RELATED TO THE FOUR PRECEEDING WORDS.  WRITE THIS WORD IN THE BLANK SPACE PROVIDED.  HOWEVER, DO NOT GO ANY FURTHER UNTIL I TELL YOU TO DO SO."

(Instructor's note:  The word that fits with the first four words is the word beauty.  After the students have had enough time to come up with the word beauty, give them the answer to Example A.)

3.  Tell the students:


"COMPLETE EXAMPLE B."

Instructor's note:  The words in Example B have the word life in common.  Lifestyle, love life, lifejacket and life span.  Give the students 10 to 15 seconds to come up with that answer, and then give them the correct answer.  Ask them if they have any questions on how the word association game is played.)

4.  Tell the students:


"YOU WILL HAVE EXACTLY 2 1/2 MINUTES TO WORK ON THIS EXERCISE.  I WOULD LIKE FOR YOU TO DO YOUR BEST. GO!"

(Instructor's note:  Start the students and allow exactly 2 1/2 minutes to complete the exercise.  Then read the correct answers to each of the 18 word lists.  Have them then record the number of correct answers on Word Association Exercise A.  The answers to Word Association Exercise A are listed below.)


ANSWERS TO 


WORD ASSOCIATION EXERCISE A


 1. . . . ribbon
blue



 2. . . . sell
soft


 3. . . . forbidden
fruit


 4. . . . sapphire
star


 5. . . . spot
blind


 6. . . . fellow
bed



 7. . . . stone
soap


 8. . . . cream
cold


 9. . . . shine
monkey


10. . . . ear
dog


11. . . . wire
chicken


12. . . . man
wise


13. . . . house
fly


14. . . . prayer
evening


15. . . . pages
yellow


16. . . . key
ring


17. . . . box
shoe


18. . . . stile
turn

5.  You will now have the students set a specific goal for exercise B.  This goal has been pre-tested and found to be difficult but not impossible for the students.  This new goal is based upon their performance on Exercise A.  It is designed to incorporate the general level of individual ability for performing this particular type of task.  The following table contains the new goals for Word Association B.

Number of Right in 




Word Association A



Goal for Word Association B
TELL STUDENTS:

"IF YOU GOT 1 OR 2 CORRECT

YOUR NEW GOAL IS 
 4


"
" 3 OR 4 "
"

"
" 
"
"
 7


"
" 5 OR 6 "
"

"
"
"
"
 9


"
" 7 OR 8 "
"

"
"
"
"
12


"
" 9 OR 10"
"

"
"
"
"
15


"
"11 OR 12"
"

"
"
"
"
17


"
"13 OR 14"
"

"
"
"
"
18

6.  Ask the students:


"IS THIS NEW GOAL CHALLENGING?  IMPOSSIBLE?  WRITE YOUR EVALUATION OF THE DIFFICULTY OF THIS NEW GOAL AT THE BOTTOM OF THE WORD ASSOCIATION EXERCISE A.  NOW YOU WILL WORK ON WORD ASSOCIATION EXERCISE B.  YOU WILL HAVE AGAIN EXACTLY 2 1/2 MINUTES TO WORK ON THIS EXERCISE.  DO NOT BEGIN UNTIL I TELL YOU TO BEGIN."



Now distribute Word Association Exercise B
(Instructor's note:  When all the students are ready, tell them to begin and allow them 2 1/2 minutes.   When they are finished, read the right answers for Exercise B listed below.  Have them record the number of correct items on the second task in the space provided.)

ANSWER TO

WORD ASSOCIATION EXERCISE B


 1. . . . cover
bed


 2. . . . cent
red


 3. . . . order
money


 4. . . . dance
band


 5. . . . bitter
sweet


 6. . . . nip
cat


 7. . . . windows
french


 8. . . . house
bird


 9. . . . welfare
social


10. . . . beam
moon


11. . . . hearted
pigeon


12. . . . head
black


13. . . . time
big


14. . . . rotten
egg


15. . . . child
first


16. . . . crushed
ice


17. . . . guy
fall


18. . . . receipts
gate

Processing Instructions

This exercise is designed to demonstrate the effect of specific goals versus general goals on performance.  The goal setting literature has consistently found that specific goals tend to elicit higher performance levels that general goals.  Difficult goals also elicit higher performance levels than either easy goals or impossible goals.


Our experience with this exercise has shown that of practically everyone (over 95%) perceive the second goal as "difficult" but "possible."  Very few (1 or 2%) perceive it as "impossible" and about the same number perceive it as being an "easy" goal.


Here are some ideas to consider in processing this exercise.  Some of the following factors account for differences in the results you attained.


1.  The nature of the instructions are different.  The instructions for Exercise A were very general, i.e., "Do your best."  The instructions for Exercise B, on the other hand, were quite specific.  According to research and theory, we expect that the performance on Exercise B would be better than performance on Exercise A.  Our experience is that 60-70% of the students improve their performance from Exercise A to Exercise B.  The first processing question that should be raised is: "HOW MANY DID, IN FACT, DO BETTER ON THE SECOND EXERCISE THAN ON THE FIRST?"

2.  You can focus the discussion of performance improvement around the effects of specific versus general goals and easy versus difficult goals.  Then you can suggest why there was no improvement for others.


3.  Some will not improve their performance on the second trial because they were operating at the peak of their ability on the first.  This could occur because of initial suggestion of the instructor to "do you best."  For these, there is no room for improvement because they cannot increase effort.


4.  There will be some who will do worse on the second trial.  Seek suggestions as to why a decrement in productivity might prevail.  Reasons that will come out are such things as (1) pressure had a dysfunctional effect on their performance, (2) some of the people were operating at the peak of their ability on the first test and (3) the random nature of such an exercise might result in less output the second time for them.


5.  Some students will argue that the reason for improvement is due to "learning."  We do not believe learning is a strong explanation for this particular type of task because this task is an "A-ha" task.  This means that when you look at the set of four words the answer either comes to you or it does not come to you.

Things To Look Out For

Perhaps the major difficulty is that some students will not improve their performance.  You should be prepared to discuss how individual differences affect performance as we have summarized above.

WORD ASSOCIATION
EXERCISE A
A.
sleeping
contest
spot
shop
__________

B.
style
love 
jacket
span
__________

1.
cross
baby
blood
ribbon
__________

2.
touch 
palate
soap
sell
__________

3.
tree
cup
cake
forbidden
__________

4.
dust
movie
gaze
sapphire
__________

5.
alley
date
snow
spot
__________

6.
rest
post
linen
fellow
__________

7.
opera
no
box
stone
__________

8.
storage
shoulder
comfort
cream
__________

9.
business
suit
wrench
shine
__________

10.
days
biscuit
collar
ear
__________

11.
play
breast
pox
wire
__________

12.
guy
crack
up
man
__________

13.
ball
trouser
fruit
house
__________

14.
dress
good
star
prayer
__________

15.
stone
jacket
fever
pages
__________

16.
bathtub
wedding
telephone
key
__________

17.
horse
brake
left
box
__________

18.
right
pike
your
stile
__________

Now, stop and wait for further instructions.
WORD ASSOCIATION
EXERCISE B
A.
sleeping
contest
spot
shop
__________

B.
style
love
jacket
span
__________

 1.
bug
rest
fellow
cover
__________

 2.
see
carpet
hot
cent
__________

 3.
easy
hush
belt
order
__________

 4.
wagon
stand
aid
dance
__________

 5.
tooth
talk
potato
bitter
__________

 6.
call
nap
burglar
nip
__________

 7.
bulldog
cuff
toast
windows
__________

 8.
brain
watching
bath
house
__________

 9.
studies
work
science
welfare
__________

10.
walk
new
scape
beam
__________

11.
clay
breast
hole
hearted
__________

12.
belt
magic
market
head
__________

13.
mouth
shot
stick
time
__________

14.
beater
head
roll
rotten
__________

15.
aid
safety
base
child
__________

16.
hockey
tea
cream
crushed
__________

17.
out
down
semester
guy
__________

18.
post
water
way
receipts
__________

Now, stop and wait for further instructions.
CHAPTER 5 STUDY QUESTIONS

1.  Why are managers so deeply interested in motivation?  Why are the different definitions of motivation important for managers to know?

A.
The interest of most managers in motivation stems from their knowledge that highly motivated people put forth more effort and therefore are likely to achieve higher levels of performance.  They would like, generally, to get a higher level of motivation from the current group of employees or, often, add personnel who are more motivated.  The catch in this line of reasoning is that they wish to have this higher level of motivation at no added costs. This is a  rational position from their perspective, though it is not possible.  It is rational because if the higher level of motivation can be obtained at no cost, then the increases in performance are free to the manager and the organization.  However, it is not possible because the maintenance of a highly motivated work group takes time, effort, and money. It is not free.  Selection, compensation, and other human resource management programs must be in place to support the level of high motivation desired. 

2.  Differentiate between content theories and process theories of motivation.  

A.
Any theory has a dominant theoretical perspective, and motivation theory is no exception.  It has been traditional in OB to differentiate between content and process theories of motivation.  Content theories of motivation tend to explain behavior in terms of specific factors which "cause" the behavior, that is, needs such as growth needs or the hygiene factors or motivation factors of Herzberg's model.  Process theories, on the other hand, explain how the behavior occurs.  Reinforcement theory discusses the relationship between consequences of behavior and the likelihood that it will occur again in the future.  These theories tend to be only general in terms of the specific factors which are the causes.  


As we have noted in the text, there are some places where content and process theories overlap.  Something must, for example, operate as a reinforcer (a process approach) such as pay or recognition (an element of certain content models).  

3.  Compare and contrast the approaches of Maslow, Alderfer, and McClelland. 

A.
Each of these are needs theories but with different perspectives.  Maslow's model and Alderfer's are alike in that the needs which they posit are similar.  Maslow's needs are physiological, safety, belonging, esteem, and self‑actualization.


Alderfer's needs are existence (which include physiological and security needs for material things), relatedness (interpersonal security needs, love and belonging, and other needs of an interpersonal nature), and growth (need for esteem and self- actualization. 


An important difference is the way the models propose that the needs are activated.  In general, Maslow suggests that higher-order needs are not activated (become important as motivators) until lower-order needs are satisfied.  A distinction in the Alderfer approach is what happens when higher-order needs are not satisfied.  He suggests that (1) when relatedness needs are not fulfilled, existence needs will be increasingly sought and (2) the less growth needs are fulfilled, the more relatedness needs will be sought. 


McClelland's perspective is very different.  He does speak of a hierarchy of needs (or more precisely, motives).  However, the dominant motive in the hierarchy may differ among people as a function of socialization.  Among the motives in this approach (those with which we are most concerned in this book) are achievement needs and power needs.  McClelland suggests that the dominant need in the motive cluster, as well as its strength, occurs as a result of early life experiences.  That is, a person who is reinforced for doing well in school, early work experiences, and home is likely to have stronger achievement than one who has had failure experiences.  

4.  Discuss the key elements of the job characteristics approach to motivation.  Analyze the motivational character of a job you have had in terms of the approach.

A.
The key elements of the job characteristics approach are task characteristics and the person's psychological state.  The intention of redesigning a job is to create a psychological state in which one experiences a job that is meaningful, for which he or she is responsible, and from which he or she obtains some knowledge of results.  


These states may be achieved, according to this theory, by increasing the number of different skills required at work, task identity, the significance of the task, autonomy and feedback.  You should point out that the theory is quite clear in not predicting direct increases in output, but it does predict higher quality work, less absenteeism, and higher satisfaction.  Also, the creators of this theory believed that the approach works best for persons with high growth need strength.


For this question you should also attempt to have students describe some of their own work experiences and the extent to which the jobs possessed the characteristics discussed in the theory.  By drawing them out on these factors you should be able to demonstrate the motivating potential of jobs with a more enriched character.  

5.  What are the characteristics of a person high in achievement motivation?  Power motivation?  What is the difference between personalized power motivation and socialized power motivation? 

A.
To say that one is high in achievement motivation means that the achievement motive in at the top in their motive structure.  Achievement cues will activate their drive to perform.  They tend to prefer situations in which (1) success can easily be attributed to the person, not the context (such as luck of other people), (2) there is a moderate level of risk rather than a high or low level, and (3) there can be concrete feedback about performance. 


The person with high power motives has a need to have a strong impact on others. It can be manifested in several ways, such as (1) by taking strong actions toward others, giving help or assistance, or trying to impress them; (2) by acting in ways that elicit strong emotions of others or; (3) taking strong actions to develop or preserve one's reputation.


The main differences between personalized power and socialized power are (1) the person with high personalized power needs is not inhibited in the use of power and power is directed toward others in an adversarial way;  a person with socialized power needs is inhibited in the use of power and it is directed toward the good of the organization or the social unit.

6.  Explain the relationship among motivation, ability, and performance.

A.
Performance results from the interaction of motivation and ability.  Motivation is the drive to perform an act while ability refers to the mental or physical competence to do it.  In this formulation, both ability and motivation must be present for performance.   


There can be different levels of motivation and ability applied in a particular situation. A person may be highly competent, but only apply a low level of his or her skill, depending on the level of motivation.  Another may be very highly motivated but unable to perform well because of lack of ability.  These issues are discussed in detail in the next chapter.

7.  What are the key concepts of expectancy theory?  Describe the relationship between the concepts of expectancy theory.  What is the theory seeking to predict? 

A.
Expectancy theory seeks to predict the level of motivation.  The key concepts are:  (1) expectancy; (2) valence; (3) outcomes.  An expectancy is a probability estimate that a particular type and level of effort will lead to some outcome or set of outcomes.  There is an effort‑performance expectancy in which the level of some outcome is related to the level of performance.  The performance‑outcome expectancy is one in which the level of effort is related to the level of performance.  The performance-outcome expectancy is the probability that the performance will lead to either a positive or negative outcome. 


Valence is the individual's preference, or desire for a particular outcome.  An outcome that has a strong positive valence is one desired by the person. Outcomes are the result of the effort.  There are multiple outcomes for most actions. 


Expectancies and valences are determinants of the level of motivation.  You should point out that ability is an important ingredient in the equation that leads to performance.

8.  What are the concepts in goal-setting theory?  What is the relationship between participation in goal setting and goal success?  Do you agree with this?  Explain. 

A.
The fundamental ideas in goal-setting theory are that specific and difficult goals will lead to higher performance.  This result has been demonstrated very strongly in almost every type of research.  One of the major problems the authors have with some of the current constructions of goal-setting theory is the way that participation is treated.  The evidence against participation is derived from laboratory studies using very simple goals with college students in contrived settings.  From this one might conclude, at best, that participation makes no difference in simple tasks.  However, the evidence on participation and complex goals, such as those of most managers, is far from persuasive.  Some research (Carroll and Tosi, 1973) has shown that participation is important, but it must be general to the whole work context, not just to the goal‑setting activity.  More recent research has shown that the level of participation may not directly affect the level of performance, but that it does so through commitment.  To the extent that participation increases commitment to higher goals, it will facilitate higher performance. 

9.  Distinguish between the different consequences of behavior in reinforcement theory. 

A.
There are four types of consequences that follow behavior in reinforcement theory.  Positive reinforcement occurs when consequences increase the likelihood that a response will occur again.  It occurs when a consequence is applied after the response.  Negative reinforcement occurs when an undesirable consequence is removed after a response.  It also increases the likelihood of the response in the future. 


Punishment occurs when either desirable consequences are withdrawn or when negative consequences are applied.  Punishment is not negative reinforcement because punishment diminishes the likelihood of the response. 


Extinction is the fourth effect that the consequence of behavior may induce.  Extinction occurs when consequences are no longer applied to a response, leading to an extinction of the response.  Remember to point out that another important element in reinforcement theory is the schedule of reinforcements.  The strength of behavior is a function of the consequences and the rate at which they are applied. 

CASE DISCUSSION:  NATIONAL OIL COMPANY

From the perspective of Maslow the answer would appear to be based on the fact that the security needs of the employees are threatened.  Thus, the appropriate strategy would be some action to demonstrate that this will not be a problem.  For example, the personnel department could distribute the plan for adapting to the cutbacks showing, perhaps, how normal attrition will affect cutbacks.  In addition, early retirement plans and outplacement support for those who might be released could be part of this program reducing the threats to security needs.

CHAPTER 6

APPLICATIONS OF MOTIVATION THEORY

OBJECTIVES 


After studying Chapter 5, the students should know that process theories differ from content theories.  The process theories explain how the motivation process works, whereas the content theories seek to explain what it is that causes the motivation to occur.  Further, by being exposed to the Motivation/Results Model with its emphasis on performance, they should understand clearly that the individual's level of motivation is only one factor that is related to performance. The goal of this chapter is to show how the different theories discussed in Chapter 5 are used in various motivational strategies in organizations.  Thus, the focus is on that particular facet of the Motivation/Results Model introduced previously.  For example, we discuss high involvement organization approaches and their relationship to expectancy theories of motivation.  Management by Objectives is related to the goal setting theory and reinforcement theories are linked to OB Modification/Positive Reinforcement programs as is gain sharing.  

KEY POINTS 


There are several key points that can be illustrated with this chapter.  First, using the Motivational/Results Model introduced in Chapter 5 you can show how performance, ability, technology, and motivation are related in each of the different motivational approaches.  You can, particularly, show the role of technology in High Involvement Organizations.


For the different applications of motivation theories, the key points all revolve around the difficulties of implementing programs meant to apply to a wide range of workers and managers.  Here you can point out that individual differences will effect how people will react to different reinforcers, different work settings, and different levels of pressure from management.
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KEY CONCEPTS 

Cross training  

Empowerment
Feedback

Gainsharing 

High involvement organizations (HIO)

Horizontal job loading 

Intrinsic motivation 

Job enrichment approach 

Management by objectives 

Managerial motivation strategies 

Organizational Behavior Modification (OB Mod)

Scanlon Plan 

Self-directed teams 

Skill-based pay

Team-based incentives 

Total Quality Management (TQM ) 

Vertical loading

EXERCISES

A.  DETERMINANTS OF HIGH PERFORMANCE WORK SETTINGS

The experiences of the students themselves can be used to help them understand the motivational approaches discussed in the chapter.  Give students 5-10 minutes to make one list of circumstances or experiences they have had at work which made them more willing to work harder and another which caused them to want to put in less effort.   Then create small groups of about 5 or 6 students to discuss their lists.  Allow them 15 minutes for the discussion.   Each group can designate a spokesperson to report to the rest of the class.

B.  DO THESE STRATEGIES REALLY WORK?

Very often the public press carries reports of both positive and negative applications of various managerial approaches.  These can be useful points of departure for discussion because they will allow students to see that there are, indeed, efforts to use such approaches in the "real world."  Before the class, assign the students the task of finding and reading articles in sources such as Business Week, The Wall Street Journal, and Fortune which describe any of the approaches discussed in the chapter.  They should be asked to find an article which points to the successful use and one which reports failure.  


In the class, discuss the reasons for success and failure.  It should be easy to show the strengths and weaknesses of the different approaches. 

C.  PERFORMANCE FEEDBACK

This is a very powerful exercise that illustrates how feedback influence, or controls, performance.  Feedback is an important process in all of the motivational approaches discussed in the chapter.  It is an exercise that takes about 10-15 minutes. 

Administration Instructions
1.  First, distribute the sheet entitled "Performance Feedback" to the students, then read the following to them:


BEHAVIOR IS A FUNCTION OF ITS CONSEQUENCES.  PEOPLE TEND TO DO OVER AND OVER AGAIN THOSE THINGS THAT ARE FOLLOWED BY "GOOD" OUTCOMES (OR "REINFORCERS").   WE TEND TO STOP DOING THINGS THAT ARE FOLLOWED BY "BAD" CONSEQUENCES (CALLED PUNISHMENT) OR THAT ARE FOLLOWED BY NOTHING (CALLED EXTINCTION).  THERE ARE MANY CONSEQUENCES THAT MAY BE REINFORCING TO ANY GIVEN INDIVIDUAL SUCH AS MONETARY REWARDS, SOCIAL REWARDS, STATUS SYMBOLS, AND OPPORTUNITIES TO DEVELOP SKILLS.  ALSO NO TWO PEOPLE ARE LIKELY TO AGREE ON EXACTLY JUST WHAT IS REWARDING AND WHAT IS NOT.


HOWEVER, ONE OF THE MOST POTENTIALLY POWERFUL CONSEQUENCES FOR SHAPING DESIRABLE BEHAVIOR IS THE INFORMATION ABOUT WHETHER THE PERSON WAS "SUCCESSFUL" AT THE TASK HE OR SHE JUST ATTEMPTED OR DID THE PERSON "FAIL."  THIS TYPE OF CONSEQUENCE IS CALLED PERFORMANCE FEEDBACK.  THE POWER BEHIND THIS APPROACH IS THAT MOST OF US LIKE TO "GET IT RIGHT" AND DO NOT LIKE TO "GET IT WRONG."  THIS CONSEQUENCE IS MOST EFFECTIVE WHEN THE PERSON CAN TELL DIRECTLY FROM THE JOB WHETHER HE OR SHE WAS SUCCESSFUL (SUCH AS HITTING A GOLF BALL AND OBSERVING WHERE IT WENT) OR WHEN THE PERSON CAN FULLY TRUST THE PERSON WHO IS INFORMING HIM ON HOW WELL HE DID.

2.  Ask them to carefully read the instructions on the "Performance Feedback" sheet, then restate the sequence of events.  Tell them:


"FIRST, YOU WILL GUESS WHAT THE CORRECT ANSWER IS ON THE FIRST TRIAL BEFORE I TELL YOU THE CORRECT ANSWER.  AFTER YOU HAVE MADE A PREDICTION, I WILL TELL YOU THE ANSWER.  NEXT, YOU WILL GUESS THE CORRECT ANSWER FOR TRIAL NUMBER 2, AFTER WHICH I WILL GIVE YOU THE CORRECT ANSWER FOR TRIAL NUMBER 2.  WE WILL CONTINUE THIS WAY FOR THE REMAINING TRIALS OF TASK NUMBER 1."


"THEN WE WILL USE THE SAME PROCEDURE FOR TASK NUMBER 2 AND NUMBER 3."

(Instructor's note:  This instruction should probably be repeated since the students often think they have misunderstood.)

3.  You will now begin the shaping exercise.  Tell the students,


"AT THIS TIME, MARK YOUR ANSWER TO TRIAL NUMBER 1 OF TASK NUMBER 1.  MARK YOUR PREDICTION OF THE ANSWER WITH A CHECK MARK.  THEN MARK THE CORRECT ANSWER THAT I WILL GIVE YOU WITH A CIRCLE."

(This allows the students to count the number of correct responses later.)

Tell the students,


"ANSWER TO THE FIRST TRIAL IS NUMBER ONE."

Next tell the students:


"GUESS THE ANSWER TO THE SECOND TRIAL."

When they have made a guess, tell them:


"THE ANSWER TO THE SECOND TRIAL IS NUMBER ONE."


Repeat this same process for the remaining 13 trials on task number 1.  Make sure that the student responds first.  Only after they have responded should you give them the correct answer. The correct answers for the remaining trials follow:


The correct answer for trial number 3 is 5.


Trial #4 is 1.


Trial #5 is 5.


Trial #6 is 5.


Trial #7 is 1


Trial #8 is 5.


Trial #9 is 1.


Trial #10 is 1.


Trial #11 is 5


Trial #12 is 5.


Trial #13 is 5


Trial #14 is 1.


Trial #15 is 1.

4.  Go to Task Number 2 and use exactly the same procedure.  The trial number and answers are:


Trial Number
Correct Answer

1
B


2
B


3
C


4
B


5
C


6
C


7
B


8
B


9
B


10
C


11
C


12
B


13
C


14
C


15
C

5.  Repeat the same process for Task Number 3.  The trial numbers and answers are:


Trial Number
Correct Answer

1
50


2
50


3
10


4
30


5
10


6
50


7
30


8
10


9
50


10
50


11
30


12
30


13
50


14
10


15
30

Processing Instructions
1.  Without telling the students what responses you wanted to obtain from them, ask them 

"HOW MANY DID YOU GET CORRECT IN THE LAST FIVE ATTEMPTS."

(Instructor's Note: The students will assume that their responses are correct only when they have guessed the exact number.)


The behavior which the exercise (Task 1) was designed to shape, however, is that they give responses on the extreme ends, i.e., either 1's or 5's.  It is not expected that they predict the exact number.


In task number 2, intermediate scale responses B and C were the intended behaviors.  In task number 3, responses in the odd numbered columns (Columns, 1, 3, and 5 were the intended outcomes).

2.  Now, ask the students,


"WHAT BEHAVIOR DID I WANT IN TASK NUMBER 1?"

(Instructor's note:  Have them offer their opinions on your intention.  When you have had several different views, tell them that you were wished the extreme scale responses, therefore either 1 or 5 is correct.)

  Now, ask them,

"WHAT IS THE NUMBER OF CORRECT RESPONSES IN THE FIRST 5 TRIALS AND IN THE LAST 5 TRIALS."

(Instructor's Note: Have them compare the number correct in the first 5 predictions and in the last 5 predictions.  You can point out to them the effect of learning.


You can also have them compare the number that they recorded as having being correct in the last 5 predictions with their response.  This comparison demonstrates that people often are unaware that their behavior is being shaped or influenced when it is, in fact, being affected quite strongly.

3.  Repeat the same processes for questions 3 and 4.  Instruct them, 


"COUNT THE NUMBER OF CORRECT RESPONSES IN TASK 2 AND TASK 3."

(Instructor's note:  You can then indicate what responses you were seeking, as above.)

4.  Ask:


"WHAT ARE THE IMPLICATIONS FOR MANAGING OTHERS?"

(Instructor's note:  Managers want particular results and the analog in this exercise is that the instructor wants the students to select numbers which fit a particular pattern.  If the intent is to have the students select those numbers we wish, then it is necessary to give them feedback about the desired behaviors - or actions.  We can improve performance by giving feedback.

5.  Ask:

"HOW DOES SHAPING AND REINFORCEMENT, CONCEPTS DISCUSSED EARLIER IN THE TEXT, RELATE TO MOTIVATIONAL STRATEGIES?"

(Instructor's note:  This exercise shows how behavior can be shaped by what has happened.  It also shows how expectancies can affect behavior.  The students expect, for example in Test #1, that the next number will be a 1 or a 5.  They act on that belief and most of them will guess a 1 or a 5, especially on the last five trials.)

Things To Watch Out For
1.  Students often find it initially difficult to understand the exercise instructions.  They find it hard to believe that they must guess the right answer before they have been told the correct answer.  However, once they have done this for 2 or 3 trials, they pick up the idea very rapidly.  You will be able to work through the 15 trials in very little time.  


We have also found that doing only two of the three tasks is just as effective and less time consuming.


PERFORMANCE FEEDBACK


Following are three sets of exercises to demonstrate the power of performance feedback.  Your only requirement is to make a sincere effort to "get it right."  Do not be seduced by the apparent simplicity of this exercise; it lies at the basis of probably the most powerful determinant of managerial effectiveness.  Stop here and wait for instructions.
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CHAPTER 6 STUDY QUESTIONS 

1.  What is management by objectives?  Relate it to goal-setting theory.  What are some differences that you can see between goal-setting theory and the practice of MBO? 

A.
Management by objective (MBO) is a way of managing in which goals are mutually set by supervisors and subordinates.  There may be different levels of subordinate influence over goals.  There may be "subjective" as well as "objective" goals.  These goals are used in the process of evaluation of the subordinate.  Feedback and performance review is a crucial part of MBO. 


From the text it is clear that goal-setting theory is a useful way to understand how and why MBO works.  In MBO, goals become more specific and they may become more difficult.  This, coupled with feedback, will lead to improved results. 


There are very few differences between the concepts of goal-setting theory and MBO. However, there are some areas where work must be done to resolve some disagreement.  MBO implies mutual goal setting and participation. 


There is also very little known about setting complex goals.  The laboratory research uses simple goals, but managers work with complex ones.  These differences, however, are not strong enough to warrant rejection of MBO.  It is, indeed, a very effective way to manage. 

2.  Do an analysis of your own study habits using the positive-reinforcement/OB Mod approach discussed in the chapter. 

A.
For this question you should get the students thinking in terms of the consequences of their study habits.  Try to have one student develop the sequence of behaviors necessary to study and then suggest how these behaviors could be reinforced.  One project that works nicely here is to have the class chart some particular behavior over time and see if it changes when the reinforcements change.  

3.  Why is it difficult to link reinforcements to performance at work?  For what type of work can this be done most easily? 

A. This is the real problem with reinforcement programs. First, it is very difficult to link pay directly to performance because pay is usually on a fixed‑interval schedule while work output may be variable.  Second, there are some serious problems about whether or not it is possible to develop good measures of performance for much work.  Third, many of the consequences are social reinforcements such as recognition.  These are powerful, but they don't work for everyone. 

4.  What is the Scanlon plan?  Why does it work?  Under what conditions can it work best?  

A.
The Scanlon plan is a gain-sharing plan in which gains in profitability that occur as a result of worker recommendations are shared with the workers.  The Scanlon plan requires a great deal of trust and participation by the work force.  This is achieved through the use of committees and a structure to evaluate ideas that are submitted.  The Scanlon plan works when this sort of climate exists.  According to Hackman and Suttle (1977) the following factors also seem to be associated with successful implementations of Scanlon plans, better educated and highly skilled workers, stable product demand, smaller organizations, effective performance measurement, and participant commitment. 

5.  Reflecting on other relevant chapters in this book, what does it take to create effective self-directed work groups?

A.
There are a large number of ideas in the book that are important to the development of effective self-directed work groups.  Here is a list of some from different chapters.  


Chapters 2-3

Individual differences, attitudes and personality may have important effects on the willingness to work effectively in groups; those with high achievement motivation may not prefer to work in groups, but rather prefer to work individually.  


Chapter 7

Stress may result from various pressures which emanate from the group; managers and supervisors will lose some degree of control over their unit's results because authority will be delegated to lower levels resulting in less power for them.  


Chapters 8-9

Group processes, process losses and groupthink may pervade the workings of self-directed work groups.


 Chapter 10


Issues of conflict and cooperation within and between groups can arise.


Chapter 11

Knowing when to use and how to manage group decision making processes effects the effectiveness of self-directed work groups.   


Chapter 12

Neurotic organization cultures may not allow for the appropriate delegation of authority to work groups; manifestations of culture (rites, symbols, and language) which are important for High Involvement Organizations must be consistent also with the values of the dominant coalition


Chapter 13

Organization design issues such as the problems created with the interdependencies of subsystems across different departments; job design issues that affect whether or not the job is intensively task specialized and narrow.


Chapter 14

The delegation of authority and power to groups has a significant effect on the power structure of organizations; it is important to carefully attend to the delegation of the appropriate degree of legitimate authority to group members.


Chapter 15

Certain leadership styles are likely to be more effective in facilitating group processes than others.


Chapter 16

Virtually every aspect of the change process can be related to the problems of implementing High Involvement Organizations.

6.  What are the strengths and weaknesses of skill-based pay?  Based on your knowledge of reinforcement theory, what behaviors should increase?  Decrease?

A.
From the worker's point of view there are several advantages and disadvantages.


Advantages

1.  Workers will have more skills and greater flexibility, making them more valuable 


to the organization.


2.  They are likely to rotate through more different jobs providing them with a good


deal more task variety.


3.  There is a reduced threat of pay reductions when they perform lower rated jobs in 


the organization.


Disadvantages

1.  Requires motivation to learn different tasks.


2.  Creates problems for low ability employees who are not able to acquire the range 


of skills necessary for higher pay levels.


3.  It increases pressure to learn your job.


4.  Some workers do not prefer the job rotation normally associated with skilled-


based pay.


From the companies perspective, there are the following advantages and disadvantages.


Advantages

1.  Pay administration is more simple because it is not necessary to change pay rates 


as workers change jobs.


2.  Pay is seen as more fair, especially when the hourly wage rates are higher than 


those for other pay plans.


3.  Skill based pay leads to higher levels of worker identification with tasks.


4.  There will be higher levels of pay satisfaction.


Disadvantages

1.  Training costs are higher in organizations which use skill-based pay.


2.  Direct hourly wage costs are higher.


3.  Setting pay rates is difficult because there is no well established system for 


determining compensation levels, as there are systems for other types of 


compensation.


Based on reinforcement theory one would expect some of the following outcomes as result of skill-based pay systems.  One, there should be an increased development of more skills by individual workers.  Two, as workers begin to approach the upper limits of the skills/pay range, extrinsic motivation for acquiring new skills will decrease.  New skill acquisition will then depend on individual intrinsic motivation.

7.  Analyze the total quality management concept from the perspective of goal setting theory and reinforcement theory.  How does it differ from organizational behavior modification?

A.
Like any effective management system, the Total Quality Management concept involves an integration of several different element such as inventory systems, statistical quality control, and commitment on the part of workers and managers.  


It has an important relationship to goal setting theory in that quality goals are set and become the basis for evaluation and performance.  


Total quality goals may be seen as specific output goals for the organization.  In Total Quality Management there are specific measurements of goal achievement by statistical quality control techniques.  Organization members receive feedback, a form of reinforcement for goal achievement.  This is why there are many similarities between Total Quality Management and the Organization Behavior Modification programs.  

8.  The HIO movement is growing in the United States.  Why do you think so?  What are some implications for the work force? 

A.
It is likely that the class will go in a couple of directions.  Some will believe that HIO will grow because it is a humane way to manage and to involve workers in the business of the firm.  Others will believe that the growth will occur because it is an effective way to increase productivity.  Some students will predict that this movement will become less important as competition gets tougher and companies will necessarily refer to more conventional and directive practices.

There are several implications of HIOs that can be discussed.  Some are:  


1.  Changes in worker responsibility 


2.  Reduced need for supervision 


3.  Increase in compensation


4.  Decreases in managerial control  

9.  What are the key implementing concepts for job design? 

A.  The key implementing concepts in job design are: 


1.  Combine tasks 


2.  From national work units 


3.  Establish client relationships 


4.  Vertical job loading 


5.  Opening feedback channels 

CASE DISCUSSION:  PAUL PETER'S RAISE

1. Did Mrs. Fenwich use good learning and reinforcement techniques in Paul's first year?  Explain what effect this had on Paul.

Here are some problems with this situation:

  1. Paul's work occurred throughout the year but there will only be one "pay consequence" at the end of the year.

  2. Paul can't be sure whether his increase was higher because of the good things he did or lower because the poorer aspects of his performance.  The reward was not linked to the behavior.

  3. Mrs. Fenwich did not link his increase to past results, but to what he is supposed to do in the future.

  4. Most likely what happened is that Paul was "punished" by the surprising negative evaluation and the performance review itself so that what he learned was to avoid performance appraisals if possible.

2. Will the merit raise act as an incentive to improve performance or as a reward for past performance?

One of the "rules" of reinforcement was violated, that is, "Reward after Performance."  It is unlikely that he sees it as a reward for past good performance because, as Fenwich says, it was a bad year.  Most likely he will think what he did wasn't all that bad, otherwise he would have gotten less.

3. Paul is likely to experience cognitive dissonance because he received two conflicting messages:  (1) He was told he didn't have a good year and (2) He was given a merit raise.  How can he reduce the dissonance?

One way is to believe that his performance wasn't as bad as he was told - Another way is to believe that merit raises are not raises for performance, but represent "cost of living" increases.

4. How would you use expectancy theory or reinforcement theory to improve Paul's

performance?

From a theoretical perspective the answer is simple.  There must be a stronger link between the performance-outcome expectancy.  This will occur when Paul believes that performance will lead to rewards.  This will happen when rewards follow performance, or performance is reinforced.

From the applied perspective, this is difficult to achieve.  We have explained some of these difficulties in the various parts of the chapter.

CHAPTER 7

STRESS

OBJECTIVES 


In this chapter, we seek to give the student an understanding of how stress affects individuals in organizations.  There are several goals for this chapter that derive from this.  First, the student should understand the pervasive nature of stress.  In this vein, we develop a fairly extensive model of viewing stress, its causes, its effects, and its moderators.   

Second, the student should learn that stress can be managed. We outline some of the ways that individuals and organizations may reduce stress and its symptoms.


There is another objective that we hope to achieve with this chapter.  It is to make the student aware that stress is caused by many different factors (stressors) and that they often appear to be small and relatively insignificant when each of them is considered separately.  However, together they can be a potent force that affects a person's physical and psychological well-being. 


A final objective is to ling the topic of stress with several individual difference factors introduced in Chapter 2.  Individuals respond differently to stressful situations and this is an important topic for managers to understand.  We point out several individual difference variables that affect this response.

KEY POINTS 


From the model of stress and coping, we think that one of the more important key points is the way the psychological environment is created out of the objective environment.  The appraisal process, both primary and secondary, should receive attention. 


Of course, the consequences of stress are also crucial points.  Here it is useful to indicate that these may take several forms - psychological, behavioral, or physiological.  When individuals sense these consequences, they cope in some way. 


The idea that stress is not always negative bears some mention.  It is clear to most authorities on the subject that some level of stress may actually induce a person to perform better.  However, when you discuss this, you should point out the individual differences that are important here. 


Individual differences are another set of key ideas.  Some are more susceptible to stressors than others, and some of the factors that differentiate between individuals are considered here.  Especially interesting in this discussion will be the Type A/B personality. 


Another set of important concepts in this chapter is included in the discussion of stress management.  This discussion included in the “Managerial Guide” suggests that the individual can do much to relieve stress and its symptoms.   


Finally, the student should be made aware of the costs of stress to the individual, the firm, and to the general economy.  Some estimates of these costs are discussed in the chapter.  To accept these estimates gives one a good idea of the potential savings that might accrue if there are improvements in the way stress is managed. 
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KEY CONCEPTS  

Alarm reaction 

Cognitive appraisal 

Cognitive restructuring  
Coping strategies 

Distress

Eustress 

Exhaustion stage 

Flexibility 

Hardiness 

Intersender role conflict 

Intrasender role conflict 
Objective environment 

Person-role conflict 

Primary cognitive appraisal

Psychological environment 

Resistance stage 

Role ambiguity 

Role conflict 

Role overload 

Role underload 
Social Support 

Social-emotional ambiguity 

Stress

Stress manifestations 

Stressors

Task ambiguity 

Type A behavior pattern 

Type B behavior pattern 




EXERCISES

A.  STRESS MANIFESTATIONS

Sometimes individuals manifest reactions to stressful situations without being aware that they are stress induced.  One way to illustrate this is to ask the students at the beginning of the class period in which stress is discussed if anyone has experienced any of the following reactions before, for example, exams or, if the class is made of MBAs, in the first semester of the program. The responses will be surprising.  You can be creative here, with open ended questions, but listed below are some of the symptoms or responses which have appeared in our classes:


1.  Increased headaches

6.  Outbreak of hives


2.  Unable to sleep


7.  Stomach pains


3.  More nervousness


8.  Sexual dysfunctioning


4.  Increased smoking


9.  Increased use of alcohol


5.  Eating more

    
10.  Eating less

B.  THE IMPACT OF DIFFERENT STRESSORS

The text discusses the Social Readjustment Rating Scale by Thomas Holmes and Richard Rahe (p.291).  Using this discussion as a beginning, have the students in your class develop their own set of stressors and develop weights for them.  This can be accomplished as follows:


1.  Form the students into groups of four or five.

2.  In each group, the participants are to list at least 20 different situations or conditions that are likely to induce stress.  These may be wide ranging, as across all their life experiences, or narrower, such as at work or at school.


3.  Each group should weight, on a 100-point scale, each of the stressors.

4.  Have each group list the stressors and the weight on the board or on a flip chart.  If possible, combine the factors from the groups.

5.  Using these stressors and the weights, have each individual student identify those things which he or she has experienced in the last 12 months and compute the total points for those experiences.


6.  Ask each student to report the incidence of the responses listed in Exercise A above which they have experienced over the last 12 months.


7.  Discuss the responses.

CHAPTER 7 STUDY QUESTIONS 

1.  What are the key elements in the stress and coping model? 

A. The key elements in the stress model are: 


1.  Stress manifestations.  Stress can have physiological, psychological, and 


behavioral effects. 


2.  Coping responses.  Coping is the way individuals handle either the stressors or 


themselves.  They may cope by seeking information, direct action, withholding 


action, or by psychological reactions. 


3.  The objective environment.  The objective environment are those conditions or 


circumstances such as noise, relationships, and working conditions in which the 


person is embedded. 


4.  The psychological environment.  This is the way the person experiences and 


interprets the objective environment. 


5.  Cognitive appraisal.  There are two types of cognitive appraisal.  The primary 


cognitive appraisal is the way The person assesses the significance of the objective 


environment and translates it into the psychological environment.  A secondary 


cognitive appraisal is the choice a person makes about how to respond to a stressor. 


6.  The individual.  The individual is considered here as the physical and 


psychological characteristics of the person. 

2.  What is meant by the statement that stress is "nonspecifically induced"? 

A.
To say that stress is nonspecifically induced means that it may occur as a result of many different factors and over a long period of time.  This would make it very difficult to associate, in a correlation sense, a stressor with a stress manifestation. 

3.  How is the psychological environment related to the subjective environment in the stress model? 

A.  The psychological environment is the way a person translates the objective environment into his or her personal reality.  This occurs through the cognitive appraisal. 

4.  What is a "cognitive appraisal"? 

A.
This is a process by which the person makes a judgment about reality, or the objective environment.  The primary cognitive appraisal is an evaluation of whether or not the environment is relevant, stressful, or positive.  In this sense, the person creates the psychological environment that leads to stress  manifestations.  


The secondary cognitive appraisal is the assessment of the kind of coping strategy that will be used to respond to the stressors. 

5.  Distinguish between coping responses and stress manifestations.  What are some ways to cope with stress?  Apply these concepts to a stressful situation you personally experienced.

A.
We distinguish between them in this way.  Stress manifestations are behaviors, cognitive processes, or physiological reactions that occur when a stressor is experienced.  The way a person responds to the stress manifestation is a coping response. 


For the second part of this question, you will want to get the students to describe some situation in which they had a stress manifestation.  Some common ones for students are hives, muscle spasms, and stomach pains.  Then you can ask them how they coped with them.  The answers will be very enlightening. 

6.  How can stress be positive? 

A.
Stress can be positive when it is "eustress."  Some level of tension can be very motivating and constructive.  This appears to be the case when the level of stress is moderate.  Too little stress is not good, and neither is too much. 

7.  What key characteristics about a job seem to be related to stress? 

A.
The work factors that we have indicated are related to stress and stress responses are: 


1.  The kind of occupation


2.  Role pressures


3.  Responsibility


4.  Participation opportunities


5.  Organization structure 

8.  What is role conflict?  Role ambiguity?  What are some other types of role strain?  Show how you experienced each of these on a job.  

A.
Role conflict exists when a person is in a situation where conflicting demands are made on him or her.  Role ambiguity is a case where the person is uncertain about the work requirements or the evaluation criteria.  Other types of role strain are role overload and role underload; examples can be developed quite easily. 

9.  How can the work setting itself contribute to stress?  Interview a manager or visit a company and document sources of stress. 

A.
The work setting has a lot to do with stress.  First, there are often objective stressors at work like noise and crowds.  Equally important is the psychological environment; problems with fellow workers, supervisors, and customers can significantly affect stress. 


In addition, you should point out how stressors in other parts of the life structure can affect a person at work.  For example, problems at home may occur that cause a person to be inattentive on the job.  This could lead to mistakes that in turn precipitate supervisory pressure. 

10.  How are "life events" related to the effects of stress? 

A.
Life events as discussed by Holmes and Rahe can have a serious stress effect.  They have shown that there are differences in degree of impact of different events.  Some are more serious than others.  Their point is, however, that the cumulative effects of many events can lead to serious problems for individuals. 

CASE DISCUSSION:  JOHN BAXTER

John's situation can be understood in terms of the Holmes and Rahe Schedule of Life Events Scale.  Taking a new job can be very stressful.  For instance, there are changes in responsibility, in income, in living location, and to take a full-time job after completing school often means a major change in living habits from that of a student to a full-time employee.  In addition, John is in a field that is rapidly changing in many ways.  There are constant improvements in information technology he must follow.  More than likely there are constant demands on his skill within the firm itself.  The fact that he is single does make him, like many other single employees, seem more available for off-hours projects.  Therefore, it is quite reasonable to conclude that the new work situation is one that is stressful, and what we find is that he is responding by more drinking and smoking.

There are several factors that could explain why he seemed to behave differently to the work setting four years after he began work.  One thing is that by now he is an experienced employee, knowing his job much better than in the early years.  This should increase his beliefs about the control he has over the job.

Also, getting married helps in several ways.  First, it may be that now he will have fewer demands placed on him for more hours of overtime.  Many managers are reluctant to ask married employees to work overtime when there are single employees in a unit.  This is because these managers believe, often wrongly, that single employees have more free time or that it is less appropriate to interfere with a person's family life.  Of course, these beliefs represent bias and must be treated as such.

Another way that marriage may help is that John may have more social support than he had in the past.  We have pointed out the importance of social support as a way to cope with stress.  Close personal relationships can be very supportive in many ways.

CHAPTER 8

GROUP AND TEAM PERFORMANCE ENVRIONMENT

OBJECTIVES 


The major purpose of this chapter and Chapter 9 on group process and effectiveness is to introduce the student to ways to think about interacting groups so that they will become more effective members and leaders of them.  Every student has had some experience with both social and task groups that they can call on as they study this topic and they should have considered those in the “Preparing For Class” exercise.  


Our first objective in this chapter is to focus on how central these groups are to our lives.  We also attempt to impress on the students that they will likely spend large proportions of their work hours in small group settings, because modern management appears to be making increasing use of teams or other small groups to solve problems, make decisions, and execute tasks.  The next objective is to help student understand the many types of groups they may be involved with and how groups vary by purpose and organization.  A final objective is to introduce students to a basic model of group effectiveness that includes influences from the environment within which the group operates.  Environmental influences can have a critical impact on group effectiveness and the different types of influences are considered.  

KEY POINTS 


This chapter focuses on the major topics, including (1) the definition of a group and team, (2) the reasons individuals join groups, (3) types of groups:  reference, formal, and informal,

(4) model of group effectiveness, (5) factors unique to different industry, organizations and groups that influence their overall effectiveness.


The section on group formation should show the student how numerous and diverse are the forces that create groups.  It is also critical to understand that individual behavior is often best explained as a product of group forces, rather than as independently sourced action.  


New to this edition, is the model of group effectiveness introduced in this chapter.  It is a basic model that distinguishes between environmental influences on group effectiveness and group factors.  This model forms the organization for the rest of Chapter 8 and Chapter 9.  It is important to point out to the students that managers are responsible in two ways for the effectiveness of groups in their organizations.  First, they must consider the effect of environment.  Managers often doom groups to failure if they don’t provide and environment where groups have a strong chance of begin successful.  The opening story in the Chapter highlights the role of managers in creating an environment where teams can be successful.  Second, as members of groups, must understand the dynamic nature of group behavior.  These factors of group process and effectiveness are discussed in Chapter 9.


The Chapter concludes with a specific consideration of factors if the group performance environment.  Industry and organizational factors are discussed.  External factors unique to the group are also considered as important aspects of the group environment.  The discussion of structural dimensions such as size and roles is central to understanding how groups operate.  Roles and role complications in particular help the student to see how member expectations and behavior are the backdrop for interactions and group difficulties. Finally, the topic of status presents one more way to look at structure (e.g., how status creates hierarchies) and at control (e.g., the influence of higher-status people).  It should also be demonstrated how status problems detract from group effectiveness. While many of these group factors are under the discretion of the group itself, they are introduced here because they often are externally determined by managers within the organization.
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KEY CONCEPTS  

Autonomy

Collection

Dyads

Formal groups

Functional groups 

Group

Group effectiveness.

Group performance 

environment 

Group processes

Group structure


Informal groups 

Interdependence 

Reference groups
Role ambiguity

Role conflict.

Roles

Social groups

Status

Status incongruence

Task groups

Teams

Triads

EXERCISES
A.  CONVEYOR ASSEMBLY EXERCISE

This exercise is aimed at helping students see how groups or team organization might be beneficial to a company's manufacturing process.  The company now assembles conveyors without the use of teams.  That is, once the conveyor is designed for a specific customer's application, the resulting blueprints are used to machine special parts and select standard parts prior to assembly.  Once these are ready, assembly begins as supervisors assign workers individually to various assembly tasks.


Symptoms of problems in the plant can very often be traced back to this individual assignment process wherein workers are given no real responsibility except to take orders on a moment to moment basis.  Their preferences and ideas are underutilized, and they are in the manner they are treated: dependent, irresponsible, and indifferently.  Using teams of 5 workers each to assemble conveyors would allow each team to take full responsibility for the assembly process, including team use of the blueprints on their own.  Teams can assign members to tasks, and perhaps even inspect the work or get involved in installation and repair at customer sites.  This would alleviate assigning tasks as punishments and rewards as supervisors did.  Peer pressure could well effect absenteeism.  Given responsibility for a whole conveyor, quality could well increase especially if standards and inspection procedures were agreed upon with management.  A number of issues can be discussed such as how to form teams, whether to have team leaders, how much responsibility to give to teams, and so on.  A special problem lies in relationships and roles of supervisors and others outside the assembly area, if assembly teams are utilized.


To conduct this exercise, hand out the "Conveyor Assembly Problem" sheet, the "Conveyor Factory Layout" and the "Discussion Questions."  Have students work in groups to answer the questions and present their answers to the total class.

CONVEYOR ASSEMBLY PROBLEM

This company manufactures custom designed conveyors.  It has been in business for many years and is reasonable successful.  Conveyors are machines that simply move materials on belts, rollers or through tubes.

CONVEYOR MANUFACTURING PROCESS

Each conveyor is tailored to fit a specific customer's needs.  A design is developed to meet the customer specifications so the conveyor does the exact job required.  The design is then translated into a set of blueprints used in manufacturing.  The Machine Shop and Parts Department use job orders made from blueprints to produce/provide parts and materials needed to assemble a conveyor.  Job parts/materials are placed on shelves and in bins available to assembly workers.  Assembly workers are the necessary tasks in the assembly process: interpret blueprints, weld, do basic wiring and assembly tasks.  There are about 20 fabricators.

One head superior and two assistant supervisors receive the blueprints from the design group and, when materials are ready, assign workers to varying tasks from the beginning to the end of the assembly process.  Assignments are made at their discretion as they attempt to meet deadlines for delivery to a customer.  Several conveyors are usually under assembly at any one time, and workers may be assigned to any work area for any task deemed necessary.  The supervisors decide on starting times for each conveyor and control its assembly from beginning to end.

The completed conveyor is tested by the supervisor and an engineer if needed.  Finished products are secured to custom pallets for movement by overhead conveyor onto a truck bed for transport.  Customer engineering sees to on-site installation and service.

FACTS ABOUT THE WORK SITUATION

The average tenure of workers is over nine years, and ranges from four to eighteen years. Pay is good and turnover is low.  Absences are considered high.  Fabricators use up all of their paid sick leave, and some even take days without pay, keeping just within the allowable limit of unexcused absences.

The work pace appears none to fast, yet no standard times exist for tasks.  Estimates on the direct labor hours for any given job are used in estimating costs and for pricing.  These estimates have been good enough to earn a reasonable profit on most every job.  

Work is sometimes sloppy.  Fabricators often fail to take simple initiatives to add to work quality.  They do not notify supervisors when they complete one task and are available for another.  To the contrary, they may position themselves so they are less visible to supervisors whenever they become idle.  Some assignments are given out on terms of favoritism, or used as rewards or punishments.  Some have complained about this.

DISCUSSION QUESTIONS

Conveyor Assembly Problem

1.  How would you like to be a fabricator in this plant?  What aspects of work or your supervisor might you like or dislike?

2.  How do you explain some of the quality and attendance problems the company now has?

3.  How would you improve the manufacturing process?  Can groups or teams be effectively utilized?  If yes, explain how and why they would be an improvement.

B. STATUS EXERCISE

Status is a topic which typically provokes interesting and involved discussion.  A simple exercise is to have students make two lists: one for the positive effects of status, and one for the negative effects.  The "effects" can be effects on the high status person, on the lower status person, on their relationship, or on the effectiveness of a team or organization.


The effects can be readily discussed in light of some modern organizational conditions and practices that bear on the question of status.  Examples of these might be:


1.  Pay differentials, especially top executive pay levels.


2.  Status reduction practices increasingly coming into use in organizations:



a.  dress code practices



b.  use of "bullpen" or "open office" space shared by all types and levels of 

employees



c.  reduction in number and authority of supervisors, middle managers, 

staff/technical experts.



d.  employee empowerment (delegation, teams, etc.)



e.  employee performance bonuses, ownership.


3.  Status creating conditions that tend to prevail against the test of time, such as:



a.  education



b.  experience



c.  market forces that create pay differentials



d.  rewards given to employees



e.  significance of responsibility - importance of one's position, amount of 

resources controlled.


Status differentials are not likely to disappear in organizations, but students can still discuss ways to minimize its harmful effects and enhance its facilitating effects.

CHAPTER 8 STUDY QUESTIONS 

1.  Think of one group you like or want to be in, and another you dislike or wouldn't join.  What are the reasons you are attracted to one and repelled by the other? 

A
This question is designed to tap factors in group formation.  In comparing an attractive and aversive group, the students should examine their own personal characteristics and relate these to group characteristics such as membership, goals, and norms.  Key similarities and differences should emerge that explain the attraction and aversion they feel.  The desire to join a group is conditioned by other factors that may be more temporary, such as need for the group as a protective device against outside threat or as a source of power in numbers to gain a desired end.

2.  Which of the key values, beliefs, or attitudes you hold were shaped by a reference group?  Describe events that were particularly influential. 

A.
Here the student should select a very important and influential group in his or her life, such as the family, a church group, or early friendship groups.  Specific examples should be given as to how the group communicated its values and expectations, and what kinds of norms it held.  Evidence can also be given as to how such groups reinforce desirable behavior or have an impact on undesirable behavior.  Events that might be critical could include initiation rites, ceremonial activities, or situations wherein the group created a conflict for the student where a difficult decisions had to be made along group value issues.  These latter situations are often tests of values and commitment to them.  Reference groups are also used for help and assistance, which when given and accepted may reinforce membership and cohesion.

3.  What is it that holds an informal work group together?  What are some key norms that might operate in an informal group?  How do relationships with management affect such groups? 

A.
Informal work groups are held together by voluntary association of employees with common needs and values, frequently based on factors off and on the job.  They may also be a product of external threats or fears engendered by the organization.  These groups can gain "power in numbers" and influence members quite effectively.  Key norms might revolve around things like dress and social behaviors, but they may also involve expectations about productivity or control or how to relate to others in the organization, such as superiors or other groups.  Managers can foster adverse relationships with informal groups by posing a threat to them.  They can also sense the behavior of informal groups as a barometer of satisfaction or attitudes.  If possible, fostering adoption of goals consistent with organizational aims is an effective tactic.

4.  For a task group you are in, analyze the task, socioemotional, and disruptive roles in the group.  Is there one or more than one person in the group who you would call the leader?  Explain. 

A.
Task roles include functional activities such as typist, interviewer, or data analyst.  They can also be characterized as process roles such as goal clarifier, giving or seeking task-related opinions and suggestions, scheduling work, checking progress, and evaluating results.  The student can also assess whether task roles were assigned according to ability or interest, or both.  Socioemotional roles include giving help and feedback, rewarding and punishing, releasing tensions, or acting as the group comic, counselor, or arranger for social events or work breaks.  Disruptive roles include rigid, domineering, or selfish behaviors; both can also be manifested in passive or active resistance to the group and in strategic unavailability for a needed group task.

5.  Define role conflict and role ambiguity.  Should these conditions be eliminated?  If so, why? 

A.
Role conflict occurs when people face conflicting demands.  Role ambiguity arises out of unclear expectations, or over uncertainty over consequences of one's behavior.  Role conflict can arise when several roles a person fills, such as father, accountant, coach, and friend, put time pressure or otherwise conflict with each other.  Role conflict is also experienced when actions are called for that contradict values held, or when more than one source of expectations do not agree in their requests.  Role ambiguity arises when persons are uncertain about what is expected of them, or when they cannot predict the consequences of their actions or how they will be evaluated if they choose one course of action over another.  Such role tensions can probably be reduced by not over-committing oneself, and through clearer expectations, norms, and rules or procedures.  But there are, in most situations, limitations on reducing role conflict and ambiguity.  Complex and changing work and life conditions make lasting clarification and orderliness very difficult.  Thus, role tensions are usually a fact of life, never totally eliminated.  Most people would probably rebel or withdraw from situations that were devoid of both role conflict and ambiguity.

6.  What are the characteristics of dyads and triads that make them unique groups?  What are some implications for management? 

A.
In dyads, tension arises because of lack of other people to turn to.  Negative feelings go unresolved.  This helps people in dyads to avoid disagreement, and to ask for rather than give opinions.  False consensus is possible, managers should avoid using dyads if the task will engender disagreements that need to be resolved.


Triads naturally create "odd person out" or "two on one" situations when two members agree on something.  If two members disagree, the third person is in a position to join one, withdraw, or try to reconcile differences.  These natural imbalances occur with considerable frequency, making the triad unstable.  Triads should probably be avoided, especially if members must meet frequently to discuss and solve problems.

7.  Give an example from your own experience that shows how a large group you are in suffers the effects of increasing size. 

A.
As size increases, the following factors tend to change:  There are less opportunity for individuals to participate, decreases in satisfaction and total group cohesion, increased formalization, and subgrouping or cliquing.  Size should also be examined in light of the task of the group.  For example, is the task such that the presence of more people tends to make task accomplishment easier or more difficult?  Checks can be made to see if the quality or quantity of performance is controlled by the best or the weakest member(s).  There is also the possibility that evidence of responsibility diffusion will emerge, such as goldbricking, irresponsible behavior, or risk taking.

CASE DISCUSSION:  THE "SAME OLD STUFF"

1. Did the supervisor do the right thing when the customer's deadline was moved up? Explain.

The supervisor certainly has the right and the obligation to correct matters when a deadline changes.  Such changes obviously contribute a great deal to customer satisfaction.  So once the new deadline was established in conjunction with sales, this had to be communicated to the production workers.  But the supervisor went beyond just communicating a deadline change, and proceeded to reassign individual workers to new tasks in order to meet the deadline.  The group accepted the deadline change, but not the specific task reassignments.

2. What happened when the teams were set up?  What norms likely developed, for example?

The immediate popularity of the teams when they were set up is probably due to several factors.  One was the involvement of worker in selecting the composition of the teams.  Another was the new opportunity to decide with the team in making task assignments.  This rid the workers of whole series of dissatisfactions such as not knowing what they'd be asked to do next, and the use of assignments as rewards and punishments or as symbolic of treating the workers as responsible adults, and giving them the responsibility and autonomy to respond accordingly.  The workers were all similarly capable of performing essential tasks, and they needed little direction in doing so. With control over assignments, teams could share both desirable and undesirable tasks in a fair and equitable way.  Team members could now perhaps escape undesirable tasks if one member of the group liked that task.  Team members could also now learn new tasks or help each other out without worrying about how the supervisor might react.  They also could have the opportunity to enjoy the completion of a whole unit of production.

3. How would you explain improvements in absenteeism, lateness, and productivity?

Prior to the use of teams, attendance was solely a matter between the worker and supervisor.  But with teams, being absent or late means that a worker is now subject to peer reactions and pressures.  Weak or questionable excuses that a supervisor often couldn't challenge effectively would not likely be accepted by peers.  Peer pressure for valid excuses increased out of a sense of fairness to team members who didn't want to be at work while a team member was off playing.  There also may have been a subtle but noticeable onset of competition between teams, to the extent that teams felt they didn't want to be the worst team in the plant.  Another set of factors to explain improvements could simply be increased pride in the work, resulting from new responsibilities, autonomy, and opportunity to complete a whole production unit.

CHAPTER 9

GROUP PROCESS AND EFFECTIVENESS

OBJECTIVES 


This chapter continues the main purposes of chapter 8, which covered the roles of groups in our lives and introduced students to a model of group effectiveness.  In this Chapter we focus more directly on group process and influences internal to the group.  This chapter also continues the theme of viewing groups as interacting influence systems, but in this chapter, more emphasis is given to internal group dynamics by covering such topics as cooperation and competition 


Our first objective is to introduce students to group development and the process by which groups become (or fail to become) mature.  A second objective, is to introduce the role of norms in influencing group member behavior.  


Attention is also given to the group as an entity in a larger social context, especially the organization setting.  Here, groups as representatives of organizational constituencies are covered, and intergroup relations are given more attention.  Intergroup relations themes can be connected to topics in Chapter 2 on organizations structure, and forward to topics such as conflict management.  This chapter also gets more heavily into the leadership of groups by including more prescriptive  suggestions for managing them. 

KEY POINTS 

This chapter focuses on the major topics, including  (1) stages in group development, (2) group norms and control, (3) internal group outcomes such cohesiveness, cooperation, and competition (4) social influences, and  (5) group effectiveness measures. 


Group formation, introduced in Chapter 8 begins the group development process, models of which show how groups may change over time.  It is difficult and uncommon for groups to reach full maturity, wherein key interpersonal relations problems have been resolved and acceptance and effective interaction predominate.  All groups, whether they mature fully or not, can be assessed in terms of various effectiveness measures including productivity, satisfaction, attendance and retention, learning and growth, and other specific indices


The section on norms and controls continues the theme of influence in groups, and attempts to explain how critical norms are to group behavior and effectiveness.  The pervasiveness and power of norms should be emphasized, including attention to whether or not work group norms are consistent with organizational goals.  


Whenever people work together, they always have the basic options to be helpful, cooperative, or competitive.  These choices can have a significant impact on individual, group, and organizational effectiveness.  In general, it is usually functional for employees to exhibit helpful and cooperative attitudes and behavior.  It therefore behooves the manager to learn the many personal, task, and structural forces that inhibit and encourage helping and cooperation.  One must realize too that helping and cooperation are not natural events that occur readily.  Rather, there are many forces that inhibit them or foster harmful competition.  Therefore, they must be actively managed to sustain them.  While cooperation and helping are generally useful at work, it does not follow that competition is always or even usually dysfunctional.  It depends on the condition under which it arises and its effects.  Again, understanding these can lead to improved management of competition.  When certain task characteristics exist, and when competitive attitudes are not destructive to other parties, competition can be a facilitating force in an organization. 


One of the most critical phenomena in groups is cohesion.  It is recognized as a powerful condition that has strong effects on member behavior and group effectiveness.  Managers can take many steps to affect cohesion, using their understanding of the factors that encourage it.  Cohesive groups can be among the most productive, satisfied, and adaptive groups in an organization.  The key is to have cohesive groups that are aligned with organizational goals.  Cohesion benefits are matched by their costs, particularly when cohesion is based on goals that are antagonistic to organizational goals.  Cohesive enemies are difficult to deal with, as most managers know.  It is suggested that managers avoid actions that foster cohesion as a response by the group to organizational threat or mistreatment. 


In continuing the theme of influence from the previous chapter, special attention is given to conformity behavior in which people behave differently than when alone.  Conformity is not necessarily bad, but rather can only be judged in term of its outcomes.  Social Influences are in general seen as common and widespread events, not to be taken for granted.  Furthermore, influence is often subtle and hard to discern, such as in group thin social facilitation and the risky‑shift phenomenon.  Influence is also not always sourced in high-status people or positions; it can be successfully applied by lower-status and minority individuals.  Other factors of influence are considered in Chapter 11 when we consider Group Decision Making.  


We also introduce the final aspect of the model of group effectiveness by introducing the factors that indicate group effectiveness.  We pay special attention here to discussing the relevant research on factors that influence group performance, attitudes of group members, and group member behavior.  


This chapter concludes with some guidelines for encouraging effective work groups that draw on this and the previous chapter.  These guidelines are not meant to be inclusive.  Rather they should be taken in the context of the book as a whole.  For example, suggestions that are relevant for group management were included in previous chapters on organization structure and design, and in the topic of motivation.  In subsequent chapters, especially those on decision-making and conflict management, continued attention is paid to group‑relevant factors and their management. 
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EXERCISES
A.  TEAM DIAGNOSIS


This exercise is aimed at sharpening students' diagnostic skills and increasing their options for improving a group's effectiveness.  Students can be given the diagnostic portion of the exercise to do as individuals before or in class, in preparation for a group discussion.  Or they can be placed in groups at the outset for the diagnostic and prescriptive questions below.


The exercise simply requires students to select a group of which they have been or are a member, or to select a team or group which for example, has been in the new (sports team, Kuwait oil-well firefighters, student council, etc.).  Then the following questions can be asked and discussed:

1.  Diagnose the group you have selected on as many of the following dimensions as possible:


a.  Goals


b.  Cohesion


c.  Role clarity, role conflict


d.  Norms


e.  Leadership

2.  Diagnose the group's effectiveness, using these measures:


a.  Productivity


b. Satisfaction and Attitudes


c.  Attendance


d.  Retention-attraction


e.  Learning and adaptability


f.  Physical and mental well-being

3.  What actions would you take, if any, to improve this group's effectiveness?  Justify and explain your recommendations.

B.  WORK GROUP NORMS EXERCISE

Most every student has had work experiences where they can recall the norms, expectations that fellow workers had for each other.  Of particular concern, of course, are those norms that effect group cohesion and productivity.  Students working alone or in groups merely need to identify particular norms and show how these governed particular behaviors.  Questions such as the following can be assigned:

1.  Cite several key norms that operated in the group you selected.

2.  What particular expectations did the norms seem to impose?

3.  How were the norms communicated?

4.  How were they enforced?


Once norms are identified and their manifestations explored, several other questions can be discussed.  Among these are:

1.  How did the group norms interact with your personal values to effect your behavior?

2.  Did the norms contribute to or tend to run counter to management's expectations?

3.  As you answer these questions, analyze the forces that made you want to comply with or deviate from the norms.


A variation in this exercise is to have some people diagnose a very effective group, while others diagnose an ineffective group, using the questions above.  Comparisons can then be discussed.

C.  MONEY AUCTION GAME

This exercise is designed to demonstrate how easily a competitive mentality can dominate over a cooperative one.  One person in the game acts as an auctioneer, auctioning nickels, one at a time, to pairs of bidders.  Real or imagined nickels can be used.  The game can be played using groups of three as described in the handouts that follow, using as many triads as desired.  An alternative is for the instructor to auction the nickels to one pair of bidders as the remainder of the class observes.  The auctioneer can change one or more of the bidders in the pair after one pair has made a reasonable number of bids (e.g. five or more).


For either alternative, the first bidder for each nickel will alternate from nickel to nickel.  Each nickel is sold to the highest bidder.  Bids are made in one cent units.  NO TALKING EXCEPT BIDS are allowed.


The competitive mentality manifests itself as bidders continue to raise their bid, typically to 4 or 5 cents, to win the nickel.  One auctioneer once reported that an executive bid $1.35 to win a single nickel?  The cooperative strategy is not very apparent, to many people's surprise.  Ideal cooperation would have the first bidder bid one cent, and the second bidder always passes.  In this fashion, bidders can buy nickels at one cent each, or maximum mutual gain.


Sometimes one bidder catches on to the cooperative idea and attempts to "train" the other bidder by never bidding more than one cent, and always passing after the other bidder's bid.  Sometimes the second bidder learns to cooperate, but more often that not, they treat the first bidder as a patsy and proudly collect their nickels purchased for one or two cents each.


Once the exercise is run for a reasonable length of time, discussions about competitive vs. cooperative situations and persons can take place, with an emphasis on implications for organizational behavior and effectiveness.

Processing Instructions

The first step in this exercise is for the total group to divide into groups of three.  If there are one or two individuals remaining after the trios are formed they should join a trio as an observer.


Each trio is made up of ONE AUCTIONEER and TWO BIDDERS.  The game will continue for three rounds giving each member of the trio a chance to be the auctioneer.  DURING THE GAME NO TALKING IS ALLOWED EXCEPT FOR STATING BIDS.


In the game itself the auctioneer should be considered the dispenser of funds.  It is not his money.  he will offer for auction to the two bidders SEVEN IMAGINARY NICKELS one at a time.  Each nickel will be sold to the highest bidder.  There is nothing special about these nickels (e.g., they are not rare coins).  The opportunity for the first bid will alternate between the two bidders during the seven trials.  Bidder 1 will bid first on the first trial, Bidder 2 bids first on the second, etc.  Bids must be made in one cent units.


Players should record the process of the auction on the Money Auction Record Form.

THE MONEY AUCTION RECORD FORM

Indicate how much the winner of each trial paid for each nickel and subtract from 5 to get profit for that round.

ROUND ONE

Auctioneer__________
Bidder 1__________
Bidder 2 __________

Nickel 1



.05 - ___ = ______
.05 - ___ = _______

Nickel 2



.05 - ___ = ______
.05 - ___ = _______

Nickel 3



.05 - ___ = ______
.05 - ___ = _______

Nickel 4



.05 - ___ = ______
.05 - ___ = _______

Nickel 5



.05 - ___ = ______
.05 - ___ = _______

Nickel 6



.05 - ___ = ______
.05 - ___ = _______

Nickel 7



.05 - ___ = ______
.05 - ___ = _______





Total earnings ________

Total earnings_____

ROUND TWO

Auctioneer__________
Bidder 1__________
Bidder 2 __________

Nickel 1



.05 - ___ = ______
.05 - ___ = _______

Nickel 2



.05 - ___ = ______
.05 - ___ = _______

Nickel 3



.05 - ___ = ______
.05 - ___ = _______

Nickel 4



.05 - ___ = ______
.05 - ___ = _______

Nickel 5



.05 - ___ = ______
.05 - ___ = _______

Nickel 6



.05 - ___ = ______
.05 - ___ = _______

Nickel 7



.05 - ___ = ______
.05 - ___ = _______





Total earnings ________

Total earnings_____

ROUND THREE

Auctioneer__________
Bidder 1__________
Bidder 2 __________

Nickel 1



.05 - ___ = ______
.05 - ___ = _______

Nickel 2



.05 - ___ = ______
.05 - ___ = _______

Nickel 3



.05 - ___ = ______
.05 - ___ = _______

Nickel 4



.05 - ___ = ______
.05 - ___ = _______

Nickel 5



.05 - ___ = ______
.05 - ___ = _______

Nickel 6



.05 - ___ = ______
.05 - ___ = _______

Nickel 7



.05 - ___ = ______
.05 - ___ = _______




Total earnings ________

Total earnings_____

D.  EFFECTIVE WORK GROUP CHECKLISTS


There are a number of work group evaluation forms that appear in the literature such as the one that is in the text chapter.  Any one of these can be put to use following a work period of a task group.  For example, if you have students working in groups on course assignments, you may wish to have them complete such a checklist, describing and evaluating their group experience.  They can also use such checklists following a class case analysis or other exercise in which they worked as a team.


In utilizing such a checklist, provisions will have to be made for tabulating the individual member responses and for feeding the data back to the group.  Issues such as anonymity, tabulation, and feedback can be made a matter of discussion, allowing each group to proceed in their own way and share their experiences with other groups.


The group checklist results can be exploited further by having each group develop ways to improve their effectiveness based on the feedback, and to continue to assess their development from time to time.  Pro's and con's of using this technique can also be discussed.

E. PERSONAL GROWTH PLAN FOR WORKING IN GROUPS

Students have had many small task group experiences in school and elsewhere.  Very frequently they have been frustrated or otherwise dissatisfied with group work.  But they will not likely ever be in a position to escape group membership and even group leadership roles, either now or in the future.  The sensible thing is to learn more about effective and mature groups and to increase and improve one's repertoire of behaviors.


Students can be given any of a number of assignments that can be conducted in and/or outside of class in which they work on the following questions and share their ideas with others.


1.  Diagnose and identify difficulties they have had in work groups.


2.  Define improved ways to prevent and/or manage those difficulties.


3.  Identify member and leader behaviors and skills they need to practice or learn.

Identify methods, situations, or resources they can exploit to continue their personal development on the job.

CHAPTER 9 ‑ STUDY QUESTIONS 

1.  What are the major stages of development in small groups?  What is necessary for a group to achieve maturity? 

A.
The major stages of development in small groups are orientation, conflict, cohesion, and effective structure in mature groups.  Some refer to this sequence as "forming, storming, norming, and performing."  Groups that get through cohesion or norming may face some interpersonal tensions associated with intimacy and openness.  In dealing with these difficulties, they may go through phases of delusion that all is not well, disillusions about future prospects, and if issues are resolved, a phase of acceptance is achieved.  Not all groups, though, reach full maturity.  But maturity is necessary if the group is to be able to cooperate openly and have the skills needed to resolve all kinds of difficulties that might arise, and to remain cohesive and successful.

2.  What are the major factors that contribute to cohesion in groups? 

A.
Factors that contribute to cohesiveness include (1) attractiveness of the group, (2) opportunities to interact, (3) common goals, (4) group maturity, (5) difficulty of entry into the group, (6) status congruence, (7) equity in group rewards, (8) group and personal success, (9) stable membership, (10) external threat or common enemy, and (11) small sized group.

3.  Suppose as a manager you had a group of workers reporting to you whose cohesiveness was moderate to low.  How would you increase cohesion to improve productivity and satisfaction? 

A.
There are a number of ways to increase cohesion.  In military training situations, this is often done by a training instructor who behaves as a "common enemy" or who acts in a manner that the trainees have to pull together to succeed.  In other situations such as an industrial setting, common goals are a common enemy (e.g., a competing firm) can pull a work group together.  For a given group, it is not likely that membership can be manipulated to affect cohesion, but occasionally the need or opportunity to do this may arise.  A problem member may be transferred out of the group, and replaced with a member chosen by the group.  But stable membership will eventually be needed for full cohesion.  Other techniques include the manager relating to   the total group and reducing one-to-one interactions, ironing out status incongruencies, and equitable allocation of rewards.  It helps as well to assign the group a challenging task that calls for cooperation and that has a reasonable chance for the group to succeed.  If the group is large, cohesion will be more difficult to accomplish, but it is possible.  Another way to increase cohesion is to take steps to help the group to develop and mature, which creates in the group interpersonal support and a feeling it can succeed. 

4.  For the same group described in question 3, what might a manager do that would increase the group's cohesion but lower their productivity? 

A.
Cohesive groups that set low productivity norms are often the result of dissatisfaction with management.  Cohesion becomes a way to protect the group and cope with threat, for which power is gained in numbers and in a uniform resistance.  Cohesive groups are less vulnerable to a "divide and conquer" strategy.  Cohesion that is anti-management can arise out of arbitrary treatment, unfair actions, excessive demands, ignored requests and appeals, undelivered promises, punitive actions, and the like. 

5.  What is the best way to manage a cohesive and highly productive group?  What can a manager do to change a cohesive but unproductive group? 

A.
The best way to manage a cohesive and highly productive group is to continue to foster those elements that encourage cohesion, and to prevent the erosion of high productivity norms.  Care should be taken not to alienate such a group or otherwise risk having the cohesion focused on less productive norms.  Don't just leave well enough alone, but don't tamper carelessly with success.  To change a cohesive, unproductive group, a manager may wish to manipulate any of the factors cited in question 5 that contribute to cohesion.  It is also possible to help the group to mature toward cohesion by helping them through the "storming" or "delusion-disillusion" phases.

6.  How can a manager encourage and sustain helping behavior in a group? 

A.
Managers can foster helping by acting as role models, supporting and encouraging helpful behaviors (have employees train each other), managing rewards for helpful behaviors, and otherwise developing norms of cooperativeness and helping.  Asking for assistance where people can succeed at helping, or training programs may also help.

7.  Describe a work situation that would benefit from competition between groups.  What kinds of things should be done to keep competition from getting destructive? 

A.
Competition could be beneficial where people can win (e.g., outproduce others) but not at the expense of others.  This is more likely when tasks are simple and less communication is required, where employees are less interdependent, and where the success of one person or group need not come at the expense of others.  To keep competition from becoming destructive, managers can identify and expect cooperation in other areas, such as having competing salespeople in different territories share their knowledge.  They can also avoid giving all the rewards to very few, or otherwise act to foster unfair or destructive competition.  Most competitors should receive at least some rewards, especially if their performance is good but not the best.

8.  What are some key actions a manager can take to encourage improved work groups? 

A.
A manager can take a number of steps to encourage improved work groups.  These include (1) view employees as social, influenceable beings; (2) take care in establishing group size; (3) have groups select members wherever possible; (4) help groups to develop and mature; (5) encourage productivity norms that are consistent with organizational goals; (6) deal with situations where cohesion is based on norms that are harmful to the organization; (7) take steps to combat social loafing; (8) exercise caution in using competition to encourage productivity; and (9) provide groups with as many success opportunities as possible.

9.  How is the effectiveness of a group be measured? 

A.
The measures of effectiveness of a group are virtually the same as discussed earlier in the book and used throughout it:  productivity, satisfaction or attitudes, attendance, retention, learning and adaptation, and physical and mental well-being.

CASE DISCUSSION: DESIGN SECTION E

1. Would Section E benefit more from cooperation or competition given their task?  What factors helped or hindered cooperation?

They would benefit more from cooperation for the task is relatively complex.  It calls for help when design difficulties arise, shared solutions to time pressures, shared responsibility for some design problems, and discussions to decide which group member will drop one task to start on another of higher priority.  Some of the work will be in the form of pooled interdependence, at the point where each designer works independently after assignments issues are resolved.  But the pooled interdependence will last only as long as the existing task assignments are in place or until a new task is put to the group.

The factors that affected cooperation include- (1) differing perceptions about the section's mission (e.g., whether it existed as a reactive group or whether its activities could be stably planned) (2) Dan's preparation of a schedule that was doomed to fail; (3) lack of common goals; and (4) worsening communication and divisiveness between the subgroups whose perceptions and preferences differed.

2. Is helping important to Section E?  Explain.

Helping is important to the group primarily because of the interdependencies discussed above, which create all sorts of opportunities for group members to give each other a hand in meeting a rush deadline, in solving a design difficulty, or even in protecting each other from outside influences that are all probably pressing for completion of their jobs.

3. What can Dan, the supervisor, do to enhance Section E's cohesiveness?  Will cohesiveness help?

Dan has to decide or be shown that the work of the section is not amenable to scheduling, and that his attempts to do so are dividing the group and reflecting badly back on him.  If Dan cannot internalize this, it might be wise to transfer in a supervisor whose personality and attitudes are more consistent with the section's mission.  Once a supervisor sees the futility of a schedule, it may also be necessary to convince the designers who want a schedule of the same fact, or else they might have to be switched with other designers who would fit better in Section E.  The foregoing would then increase the chances for the group to become cohesive under a common goal and shared interests.  Then the group can be called on to participate in the various tasks of the section, and to help each other out in trying to make the section a responsive and valued unit.  Pride in the group's work coupled with a cooperative norm would go a long way toward increasing cohesion.

CHAPTER 10

CONFLICT

OBJECTIVES 


Much of this chapter is based on the premise that students are likely to have oversimplified and emotionally driven ideas about conflict.  For example, conflict often conjures up images of arguments, fights, and wars in which the parties involved are actively confronting each other anywhere from the conference table to the battlefield.  On the emotional level, conflict is typically felt in a negative tone, considered to be perhaps unnecessary and likely harmful. 


In reality, there is much more to conflict.  It consists of a series of stages that provide a much broader view of it.  It is presented in this chapter as a process, rather than solely as a confrontational event.  Another objective is to have the student view conflict as a more common and natural event that need not be approached with aversion and tension when it occurs.  Students generally need to know more about how conflict gets started, how natural it is human affairs, and how it can even be viewed in constructive terms.  The broader view and the improved attitudes toward conflict are used as a basis for expanding the students' repertoire for coping with conflict.  In this edition, we have added a section on diagnosing conflict.  This further develops the theme that conflict is a phenomenon that has multiple causes and is subject to multiple influences.  The final objective is to examine the types of conflict resolution, and managerial techniques for handling it in the organizational setting. 

KEY POINTS 


Although conflict is not always severe, it is common in organizations because of the countless places where people interact and are interdependent on one another.  This point of interaction and interdependency are where cooperation is needed, but where conflict typically arises  As a process, conflict has antecedent conditions and causes, perceptual and feeling elements, manifest behavior, resolution or suppression reactions, and an aftermath.  Its arousal and resolution are often conditioned by the past history of the parties involved.  It is important to understand that while some conflict is preventable, most of it is inevitable.  Furthermore, some conflict is a sign of organizational health and vitality, an indication that employees are actively and appropriately doing their jobs.  An example is when units such as sales, research, and production pursue their own goals among which then translate naturally into tensions these divisions. 


There are innumerable causes and antecedents to conflict.  Some are rooted in characteristics of individuals, others in situational forces, and still others in the design of complex organizations.  Many of these causes and antecedents are not preventable, but can be anticipated as a natural and even desirable consequence of interactions and interdependencies common to organizational life. 


Diagnosing conflict is an important component of developing a managerial response to conflict.  Conflict can be considered to have at least 7 dimensions each of which can contribute to the difficulty or ease of resolving the conflict.  It is important that students understand this multi-dimensional view of conflict and develop an appreciation for its usefulness as a diagnostic tool.


Reactions to conflict vary widely.  Some parties avoid it or give in to the other party.  Others prefer to compromise or compete.  Less often, the parties may choose to collaborate to find mutually beneficial solutions.  Each style of reaction has its own particular uses, and each style creates its own problems if a party overuses it or uses it too little.  Familiarity with different styles and flexibility in using them provides a wider repertoire for coping with conflict.  The collaborative styles, however, call for particular attention because it demands attitudes and skills that are not commonly held. 


The styles also reflect various strategies for conflict resolution.  These and other practices can be used to both prevent and approach conflict when it arises.  A variety of managerial strategies include goal setting.  Formalization practices where possible, reward and resource allocation system design, communication techniques, and improved assignments of personnel.  Special roles and structures can also be utilized:  Liaisons, integrators, arbitrators and mediators, ombudsmen, and the redesign of units.  There are also several resolution techniques that include negotiating and bargaining, and special mutual‑gains methods such as the integrative decision technique and principled negotiation. 
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EXERCISES
A. CONFLICT STYLES:  SELF DIAGNOSIS


Taken alone or used in conjunction with other exercises, it is always a good experience for students to diagnose their personal styles of preferences for dealing with conflict.  There are a number of instruments available which cannot be duplicated here or otherwise used without permission, but are well worth consideration.

1.  Conflict Mode Instrument by K.W. Thomas and R.W. Kilman.  Available from Xicom, Tuxedo, N.Y. These are expensive per copy, but contain a complete diagnostic plus implications for use, overuse and underuse of styles.

2.  Conflict Managment Survey by Jay Hall.  Available from Teleometrics Int'l, P.O. Box 314, The Woodlands, TX 77380.

3.  M.A. Rahim has a 35 item instrument described in his Academy of Managment Journal article "A Measure of Styles of Handling Interpersonal Conflict" (June 1983, p. 368-376).

4.  the Organizational Communication Conflict Instrument (OCCI) Form B by L.L. Putnam and C. Wilson, Sage Publications, Inc.

5.  Sondak, A. has an instrument in "What's Your Conflict Barometer?" Supervisory Management, 1990, May.

B.
THE UGLI ORANGE CASE

This case represents a situation in which two people negotiate over a shipment of exotic oranges.  The roles for Roland and Jones state that one of them requires the oranges for the rind and the other for the juice.  The key is to see whether (and how) pairs of negotiators for the oranges discover that they can share the shipment and have no conflict at all.

Procedure:  Have one third of the class receive the role for Roland, one third receive the role for Jones, and one third prepare to take the role of observer/recorder of the interaction between Jones and Roland.


After students have read their roles, form the class into thirds (Jones-Roland-observer) and let the discussion begin and run 10 or more minutes or until most pairs have reached some kind of a resolution.


Proceed to record the solutions and for each type of solution, have the reporters and role players describe the behaviors that led to the outcome.  Discuss the implications of such behaviors in terms of questions such as the following:


1.  What conflict styles did the parties use?


2.  What were the effects of such styles?


3.  Were there some critical turning points in the discussion?


4.  What techniques from Principled Negotiation or Integrative Decision Making are 

useful here?


5.  Would a third party be useful in this case?

ROLE FOR ROLAND--UGLI ORANGE CASE

You are Dr. P.W. Roland.  You work as a research biologist for a pharmaceutical firm.  The firm is under contract with the US government to do research on methods to combat enemy uses of biological warfare.


Recently several World War II experimental nerve gas bombs were moved from the US to a small island just off the US coast in the Pacific.  In the process of transporting them two of the bombs developed a leak.  The lead is presently controlled but government scientists believe that the gas will permeate the bomb chambers within two weeks.  They know of no method of preventing the gas from getting into the atmosphere and spreading to other islands, and very likely to Los Angeles as well.  If this occurs, it is likely that several thousands of people will incur serious brain damage or die.


You've developed a synthetic vapor which will neutralize the nerve gas if it is injected into the bomb chamber before the gas leaks out.  The vapor is made with a chemical taken from the rind of the Ugli orange, a very rare fruit.  Unfortunately, only 4000 of these oranges were produced this season.


You've been informed, on good evidence, that a Mr. R.H. Domingo, a fruit exporter in South America, is in possession of 3000 Ugli oranges.  The chemicals from the rinds of this number of oranges would be sufficient to neutralize the gas if the serum is developed and injected efficiently.  You have also been informed that the rinds of these oranges are in good condition.


You have also been informed that Dr. J.W. Jones is also urgently seeking purchase of Ugli oranges and he is aware of Mr. Domingo's possession of the 3000 available.  Dr. Jones works for a firm with which your firm is highly competitive.  There is a great deal of industrial espionage in the pharmaceutical industry.  Over the years, your firm and Dr. Hones' firm have sued each other form violations of industrial espionage laws and infringement of patent rights several times.  Litigation on two suits is still in process.


The Federal government has asked your firm for assistance.  You've been authorized by your firm to approach Mr. Domingo to purchase the 3000 Ugli oranges.  you have been told he will sell them to the highest bidder.  Your firm has authorized you to bid as high as $250,000 to obtain the rind of the oranges.


Before approaching Mr. Domingo, you have decided to talk to Dr. Jones to influence him so that he will not prevent you from purchasing the oranges.

ROLE FOR JONES--UGLI ORANGE CASE


You are Dr. John W. Jones, a biological research scientist employed by a pharmaceutical firm.  You have recently developed a synthetic chemical useful for curing and preventing Rudosen.  Rudosen is a disease contracted by pregnant women.  If not caught in the first four weeks of pregnancy the disease causes serious brain, eye, and ear damage to the unborn child.  Recently there has been an outbreak of Rudosen in your state and several thousand women have contracted the disease.  You have found, with volunteer victims, that your recently developed synthetic serum, cures Rudosen in its early stages.  Unfortunately, the serum is made from the juice of the Ugli orange, which is a very rare fruit.  Only a small quantity (approximately 40000) of these oranges were produced last season.  No additional Ugli oranges will be available until next season, which will be too late to cure the present Rudosen victims.


You've demonstrated that your synthetic serum, is in no way harmful to pregnant women. Consequently, there are no side effects.  The Food and Drug Administration has approved of the production and distribution of the serum as a cure for Rudosen.  Unfortunately, the present outbreak was unexpected and your firm had not planned on having the compound serum available for six months.  Your firm holds the patent on the synthetic serum and is expected to be a highly profitable product when it is generally available to the public.


You have recently been informed, on good evidence, that Mr. R.H. Domingo, a South American fruit importer, is in possession of 3000 Ugli oranges in good condition.  If you could obtain the juice of all 3000 you would be able to both cure the present victims and provide sufficient inoculation for the remaining pregnant women in the state.  No other state currently has a Rudosen threat.


You have recently been informed that Dr. P.W. Roland is also urgently seeking Ugli orange and is also aware of Mr. Domingo's possession of the 3000 available.  Dr. Roland is employed by a competitor pharmaceutical firm.  He has been working on biological warfare research for the past several years.  There is a great deal of industrial espionage in the pharmaceutical industry.  Over the past several years, Dr. Roland's firm and your firm have sued each other for infringement of patent rights and espionage law violations several times.


You've been authorized by your firm to approach Mr. Domingo to purchase the 3000 Ugli oranges.  You have been told he will sell them to the highest bidder.  Your firm has authorized you to bid as high as $250,000 to obtain the juice of the 3000 available oranges.


Before approaching Mr. Domingo you have decided to talk to Dr. Roland to influence him so that he will not prevent you from purchasing the oranges.

C.  EXPLORING A CURRENT ISSUE
Almost any issue of interest to students can be used as a basis for a classroom conflict resolution experience.  Students can, given an issue, engage in one or more of the following:


1.  Discuss various sides of the issue as a total class


2.  Be divided into the "sides" or "parties" in conflict over the issue and asked to present or argue their point of view.


3.  Divided into the sides or parties and asked to resolve a particular disagreement

4.  Generate a number of collaborative, win-win solutions for an issue, that meet the 

needs of the parties involved.

5.  Diagnose the conflict using dimensions provide in Figure 10.4  


Any of a number of issues can be used in such an exercise.  For example:


1.  Any current campus dispute or problem


2.  Gender conflicts over pay or promotion differentials


3.  Line vs. staff conflicts in functional organizations


4.  Whether people tested HIV positive should be differentially treated in sports or the 

workplace.


5.  Role requirement conflicts in dual-career couples

6.  Conflicts between students and professors over course requirements 

7.  Any current issue from the media that involves a dispute of some kind (labor disputes, 

zoning disputes etc.)

CHAPTER 10 STUDY QUESTIONS 

1.  Define and describe the various stages in the conflict process. 

A.
The five stages in the conflict process include (1) antecedent conditions that cause or precede a conflict episode such as an overt act of aggression or a subtle condition, such as scarce resources; (2) Perceived conflict, when awareness occurs; (3) manifest conflict occurs when the parities react to the conditions; (4) conflict resolution or suppression may result from reactions to the conflict behavior exhibited by the parties; and (4) aftermath in which the parties end up with any of a variety of perceptions or feelings ranging from peace and trust to  tension, anxiety, or planning for a renewed confrontation. 

2.  Describe a work situation you are familiar with in which you identify (a) preventable conflict conditions, (b) inevitable conflict conditions, and (c) conditions where conflict is a sign of organizational health and effectiveness. 

A.
Example situations where conflict is preventable are where employees have poorly defined roles, where information is insufficiently communicated, and where goal setting is either not done or done without affecting clarity and coordination in a positive way.  Preventable conflict occurs also when resources are kept in unnecessary scarcity. 


Some inevitable conflict conditions arise out of individual differences in needs, beliefs, values, attitudes, and personality, and in places in the organization where interactions and interdependencies exist.  Other conditions include when scarce resources cannot be duplicated or made abundant, and when status and power differences are in existence.  It is generally impossible to eliminate all conflict through the use of policies, procedures, and rules, so some conflict will inevitably arise out of the absence or ambiguity of these. 


Conflict can easily be a positive sign whenever necessary specialization and differentiation create orientations that are proper for intra-unit effectiveness but create tensions between units. The classical case is the relationship between sales, production, and research divisions.  Such conflict is usually triggered when new products are introduced, or when other changes (e.g., rush orders) are imposed on one division by the actions of another. 

3.  Show how individual characteristics and situational factors operate as antecedents or causes of conflict. 

A.
Regarding individual characteristics, a number of factors can cause conflict; values, attitudes, beliefs, needs, personality, perceptions, and judgments can all contribute.  For example, values and needs for independence may engender conflict when controls or other interdependencies are imposed.  Values and perceptions of unions and management often clash.  Also, misjudgment (such as attribution errors) may trigger conflict.


Many situational conditions can cause conflict, such as (1) interdependency and need to interact, (2) status differences (3) communication between the parties, or (4) ambiguous responsibilities and jurisdictions.

4.  Cite five organization structure characteristics and show how each one contributes to the likelihood of conflict.

A.
Five organization structure characteristics, and how each one might cause conflict are (1) specialization and differentiation which give people different priorities, interests, and orientations to such things as time, interpersonal relations, formality of structure, and goals; (2) task interdependence, especially sequential and reciprocal forces employees to depend on each other and when one party fails, conflict may erupt; (3) unclear or conflicting goals can be the basis for many disagreements over resources, ends sought, or priorities such as where productivity conflicts with safety; (4) clearly where there are scarce resources, conflict can arise out of competition for them; and (5) multiple authority and influence can put people into role conflict such as trying to resolve incompatible demands from one or more sources.  Other organizational factors include (6) policies, procedures and rules, and (7) reward systems that foster conflict.

5.  Describe the five major styles of reacting to conflict.  For each one, show how and where it is particularly useful.

A.
The five major styles include (1) avoiding where the person simply ignores or moves away from a disagreement; (2) accommodating or giving in to the wishes of another person; (3) competing or pursuing ones interest at the expense of the other party; (4) compromising or trying to find a middle ground through trading or bargaining; and (5) collaborating, which involves working together to meet the needs of both parties.


Avoiding can be wise when the issues are not significant and the costs of conflict may well outweigh the benefits.  It also is indicated when there is little chance of success, or as a way to buy time, or when the wrong issue is involved.  Accommodating can be used when you know you are wrong, or as a sign of good will, when the issue is more important to the other party.  It can also help train subordinates when a boss gives in and lets them learn from their own preference for action.  Competing is useful when you feel you are right, or there is little time for discussion, and when unpopular decisions must be made.  It is also a way to protect against being exploited.  Compromising may be useful when collaboration or competition fails.  It also is useful when diametrically opposed positions exist between parties of equal power, where a middle ground must be found.  It also can save time relative to collaborating or competing.  Collaborating should be used on important issues where the parties have a major stake in the outcomes, and compromise can be costly.  When relationships need to be strengthened, collaboration can help the parties appreciate each other's views.

6.  Which is your preferred and backup style of conflict resolution?  When do you switch from your preferred to your backup style?

A.
Here the students will select their backup style and justify switching to it when their primary style fails.  For example, a person may switch to competing when pressed out of avoiding or when the other party refuses to compromise or collaborate on an important issue.  Another example would be to switch to accommodating when you discover you can't win and the relationships with the other party needs strengthening.  Many other examples are possible here.

7.  What are the implications of overusing a particular style of conflict resolution?

A.
The problem of overusing a particular style, in general, may reflect a lack of flexibility or versatility in resolving conflict.  It may also mean lack of skill in using alternate styles.  Particular effects of overusing each of the styles are listed in Table 14.1 in the text.

8.  Which style(s) do you rarely use in dealing with conflict?  What are the risks or costs of not using the style(s) enough?

A.
This question asks students to reexamine their least preferred style and to evaluate the consequences of underuse of a style.  Table 14.1 can be referred to once again.


For example, some students may rarely or never avoid getting into conflict situations. They might argue that they should continue to approach rather than avoid when the stakes are high and they will lose by not getting involved.  However, they might discover that avoidance can pay off when their personal risk is low, and avoidance will buy time or create a cooling off period.  Similar analyses can be applied for any unused style.  In answering this question, students should use Table 14.1 so they can assess the costs of underuse of particular styles.

9.  Define and differentiate between the roles of arbitrators and mediators.

A.
Arbitration involves the use of a third party in conflict resolution.  Arbitrators hear both sides of the conflict and actually make decisions that bind both parties, who agree to do so in advance of inviting an arbitrator in.  Mediators on the other hand are usually not empowered to make a binding decision, but rather lead the parties  through a conflict resolution process, and help them to arrive at a solution.  They can help relieve tensions, make suggestions, or otherwise facilitate resolution.

10.  What are the four major guidelines suggested by the principled negotiation technique?  Give an example of how to use each guideline.

A.
The four major guidelines of the principled negotiation technique and how to use each one are (1) separate the people from the problem by avoiding blame, listening, and stating the problem without denegotiating the other party; (2) focus on interests, not positions, by having people express their needs, but not insist on their solution or attack the other party's position; (3) invent options for mutual gain by jointly generating alternative solutions without prematurely evaluating them; and (4) insist on objective criteria such as fairness, workability, and durability of solutions.

11.  Describe five organizational practices that might help to prevent or reduce the severity of conflict.

A.
Five organizational practices might include (1) setting superordinate goals, (2) reducing ambiguities and jurisdictional disputes, (3) improving policies, procedures, and rules, (4) reallocating or adding to resources, and (5) modifying communications.  Other practices include (6) rotating personnel through different units, (7) altering reward systems, (8) using liaison roles or integrator, (9) relocate or recombine units, (10) using ombudsmen, and (11) redesign the organization structure. 

CASE DISCUSSION:  ZACK ELECTRICAL PARTS

1. What were the causes and antecedents of the conflict between the staff audit group and managers in the plant?

Just about all the causes of conflict discussed in the test can occur in line and staff relations:

  1. Perceptual differences about timing or priorities

  2. Difficulty in consensus over report content

  3. Dependence of staff on line for access

  4. Communication failures

  5. Power and responsibility ambiguities

  6. Specialization/differentiation causing different points of view

  7. Lack of mutual goals

  8. Scarce staff resources places them at HQ

  9. Multiple authority and influence

  10. Lack of policies, procedures, rules

2. Describe the conflict that arose in terms of the stages it went through.

Refer to Figure 13.1 for a description of the stages in the conflict process.  First, the antecedent conditions were those discussed in question 1 above.  Perceived and felt conflict arose when Whitmore saw the report and disagreed with its content and distribution.  Also, these arose when Brock couldn't meet with line personnel, and past resentments emerged from prior inability to get staff help when he needed it.  Manifest conflict began when Whitmore angrily called Byrne, and when Wells's anger revealed itself at lunch though not manifested toward the audit group.  Thus far in the case, conflict resolution hasn't really begun, but it is not suppressed either.  The aftermath obviously also has yet to be determined.

3. How can staff units work with line managers to minimize conflict?

Line/staff conflict can be reduced by (a) establishing mutual projects and priorities, (b) increasing mutual appreciation for each other's situation, (c) increasing staff willingness and availability to help line on what line considers to be their needs, (d) improved policies, procedures, and rules for working together and for mutual approval on the distribution of reports, and (3) perhaps temporary rotation of personnel so that each party gets to see the other's point of view and problems.

More difficult and sophisticated solutions might call for staff being temporarily assigned to a line unit for the duration of a project.  More extreme would be to give line full control over the disposition of reports of staff work.  Staff people would not be particularly receptive to such policies because of their education, expertise, and rewards, which usually come from top managers.  Yet these possibilities may generate interesting reactions from the students.

CHAPTER 11

DECISION MAKING

OBJECTIVES 


The objectives of this chapter are to help the students understand alternative models of decision making that will improve them improve not only their own individual decision making, but also to improve their ability to lead a decision-making in group and organizational settings.  In achieving these objectives, students are taught the basics of a widely used decision-making model, and shown the key distinction and implications of the descriptive (actual) and the normative approaches to decision making.  The descriptive approach is presented to point out the many errors and pitfalls that occur at various points in the basic model and numerous examples are provided.  The normative model contains a number of suggested and ideal actions that can be taken to prevent errors and improve decisions.  Group decision-making emphases carry forward from the earlier chapters on groups, where it was emphasized that groups are being used more often at work.  The importance of groups in decision-making also raises questions about participative approaches to management, which connects this chapter to leadership styles and issues presented in a later chapter. 

KEY POINTS 


The theme of this chapter is that decision making can and should be improved, and a number of suggestions are given for doing so.  Students need to understand the errors that occur in the decision-making process because of both individual limitations as considered by the administrative model and the complexity of the decision-making context as demonstrated by the garbage can model.


The points considered in the examination of individual decision-making are carried into the discussion of decision-making within group and the organizational settings.  Decision-making processes in the organizational context introduce many complexities surrounding questions of communication, understanding, and acceptance of decisions.  


Group decision-making skills are particularly critical to learn because of the increasing use of groups in organizations, pointed out in an earlier chapter.  The first step is to have some way to decide whether to take a problem to a group.  The Vroom‑Yetton diagnostic model can be used to decide the question of group involvement or participation.  This decision is directly related to leadership style, and to the issues associated with power sharing in organizations, topics which are covered in our chapter on leadership later in the text. 


In deciding whether and how to use groups in decision-making, it is important to know that groups per se have some inherent advantages and disadvantages that help and hinder effective decisions.  Some group forces are either advantages or disadvantages, depending on how the leader handles them.  Also, in every group there is the possibility that the symptoms of groupthink might arise, which have been identified as occurring even in very high and powerful organization groups. In this edition we also consider other group decision-making phenomenon such as risky shift and polarization.  With the understanding of these issues involved when using groups to make decisions, students should better understand the management and leadership issues involved in improving group decision making.  It is important to relate these issues back to topics considered in the two chapters on groups and teams presented earlier in the text.  


Once it has been decided to use a group, the question of leadership skills becomes prominent.  Leadership of group process is critical to guiding the group toward an effective decision.  It calls for skills that take practice to master.  Hence, in the managerial guide provided at the end of the chapter we provide guidelines for leaders to follow to help eliminate common errors, overcome difficulties inherent in groups, and otherwise guide the group to improved decisions.  Throughout the process, the leader has to work attentively to do so, and to use group members as resources while minimizing his or her own dysfunctional impact. 
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EXERCISES

A.  CREATIVITY EXERCISE  


Early in the study of creativity, one of the measures of creativity was called the "Uses Test."  Participants were given an object such as a brick or a lampshade and asked to generate, working alone or in groups, all the conceivable uses to which an object might be put.  Participants should be encouraged to free associate, brainstorm, or even use the dictionary technique described in the chapter to generate as many uses as they can for the object.  Participants should be urged to keep going beyond their last idea.  This exercise, once all ideas are made visible to the total audience, usually reveals how such thinking pays off.  This occurs as people are exposed to some of the very clever possibilities that others and they themselves are capable of generating.  Further discussion can follow on the opportunities and problems of using brainstorming in an organization, or other techniques such as putting anonymously generated ideas onto 3x5 cards so as to separate the idea from the person who offered it.  The main theme of this exercise of course, is idea generation without evaluation.

B.  MENTAL BLOCKS EXERCISE

J.L. Adams (Conceptual Blockbusting. San Francisco: W.H. Freeman & Co., 1974) has an exercise which demonstrates how mental blocks damage decision-making.  Among these are "cultural and environmental blocks" in which feelings, taboos, mistrust, distractions, etc., work against the decision maker.

Instructions to the Class

Tell the class that each of them is in a bare room with several other people.  In the center of the room a metal pipe is embedded in a concrete floor, and extends 4 inches above the floor level.  The inside pipe diameter is slightly larger than a Ping-Pong ball one of which is resting on the floor inside this pipe.  The task is to remove the Ping-Pong ball from the pipe without damaging the ball, the pipe, or the floor.  You have the following objects to work with:


•  100 feet of clothesline


•  A carpenter's hammer


•  A chisel


•  A box of Wheaties


•  A metal file


•  A wire coat hanger


•  A monkey wrench


•  A light bulb

A number of solutions are possible.  The file can be used to make the coat hanger into tweezers to pull the ball out.  The monkey wrench can be used to smash the hammer handle into wood splinters for possible lifting of the ball.  The mental blocks that operate here is whether any participant thinks of urinating into the pipe to float the ball to the top.  Even if someone thinks of this idea, they may be too embarrassed to suggest it openly.

CHAPTER 11 STUDY QUESTIONS 

1.  Interview a manager or someone you know who recently made an important decision.  Determine to what extent he or she followed the steps of an ideal or a normative model. 

A.
Here the students need to probe each stage of the decision-making process as characterized in the model shown in Figure 14.1 in the text.  The key stages include (1) problem selection and definition, (2) solution generation and evaluation, (3) selection of alternatives, and (4) implementation and evaluation.  Overall, an attempt should be made to see if the decision observed was made in stages or whether the decision maker skipped around the model or moved forward through it too quickly at any stage.  An effective process would include sticking to each stage in the model to get thoroughness, for example in selecting and defining a problem before generating alternative solutions.  A number of questions can also be asked within each stage.  How was the problem selected? Was it chosen consciously over others?  Was it fully and clearly defined?  Were solutions generated without premature evaluation?  Were criteria to evaluate solutions well developed and made explicit?  And so forth throughout the model. 

2.  Evaluative behavior and creative behavior are critical at all stages of decision making.  Show why this is true. 

A.
Simply because people have values, beliefs, attitudes, perceptions, preferences, etc., they are bound to evaluate as a routine matter.  Problems will therefore be perceived and defined differently depending on who is doing so.  And, of course, solutions are selectively generated based on individual differences, and they are certainly subjected to evaluation.  Evaluation will also enter into ways to implement and how well it succeeds.


Creative behavior can be applied to problem definition by stating the problem in new ways or looking at it from varied perspectives.  Most important, creativity techniques are especially valuable in idea generation and in ways to implement.  Creativity can also be applied to the methods used to choose among alternatives or evaluate implementation.

3.  Define the elements of the normative approach to decision making. 

A.
Normative (rational, systematic, economic) models involve (1) exploring many courses of action, (2) surveying all objectives and relevant values desired, (3) evaluating all positive and negative consequences in terms of costs, risks, and benefits, (4) searching for new information to evaluate alternatives, (5) accounting for new inputs even contrary ones, (6) reevaluating positive and negative consequences of all alternatives, even those originally judged as unacceptable, and (7) developing detailed implementation plans, including contingency plans.

4.  What are the different ways to evaluate whether a decision or solution to a problem was effective? 

A.
There is no universal agreement on how to measure decision effectiveness, but one can certainly evaluate whether the decision solved the problem or achieved the goal.  One can also assess costs and unintended side effects.  It is possible to assess decisions using quality and acceptance criteria.  Finally, one can examine the decision-making process, because many decisions are imperfect and the best we can do is to use good procedure in making them.

5.  Working alone or with the help of a friend, identify a problem that one of you has that will require a decision.  Was the right problem selected?  Can you improve on how the problem is defined? 

A.
Problem selection is very critical to the set of decisions a person makes, for decisions are usually not made for problems that lie unselected or postponed.  Thus problem selection is an extremely critical point in the model, and indeed in life!  Many people deal with problems as they arise or as others communicate them.  Good decision makers are less reactive, less the pawns of their environment.  It would be better periodically to list problems and after study, decide which ones deserve attention first.  Priority setting on problems can make all the difference in the world to both personal and organizational effectiveness. 


Selected problems are also too often defined too narrowly, without creativity, and quickly.  Good problem definition calls for listing all the elements of a problem, examining possible causes, charting the sequence of events surrounding the problem, and injecting creative definitions if possible.  When this is done, solutions tend to be better because they are more likely to respond to all problem elements, and solutions are more likely to be lasting because they deal with causes rather than symptoms. 

6.  Briefly describe as many techniques as you can that are useful for generating alternative solutions to a problem. 

A.
Good solution generation involves at least two general requirements: avoiding satisficing or any other form of premature evaluation and using creativity techniques to generate a large number of possible alternatives.  The descriptive model can be used to identify errors typically made in solution generation.  Some guides for generating solutions include defining the problem well and using its defined elements as catalysts for solutions, letting one's mind run free, using other people (including naive ones) as a source of ideas, brainstorming, the nominal group technique, deBono's dictionary technique, breaking mental and social blocks, etc.

7.  What are the advantages and disadvantages that groups have compared to individuals in decision-making? 

A.
Disadvantages of groups include pressures for conformity, consensus pressures that suppress disagreement, accumulation of support for bad solutions, dominance by some members, and arguing to win, which dominates over fair and open discussion.  Benefits or advantages include more knowledge and information, more approaches to the problem and its solution, members knocking each other out of ruts, and more understanding and acceptance of the decision.


Some factors can become disadvantages or benefits, depending on how the leader or members behave.  These include disagreement, risk-taking behavior, time pressures that may rush a decision but jeopardize implementation, and the question of whether people with good or bad ideas dominate.

8.  What criteria should a manager use to decide whether or not to use group participation in decision making?  

A.
Decisions whether to use a group can be governed by the criteria developed by Maier that focuses on quality and acceptance or by using the Vroom-Yetton decision tree.  Groups need not be used when mainly quality is needed and acceptance is either not critical or can be easily achieved with an imposed decision.  Also, if the problem is highly verifiable and the solution calls for complex, interrelated stages, individuals excel over groups.  If group member goals are hostile to the organization, participation may not be indicated.  If time pressures preclude the ability to run a meeting, group decision-making may have to be avoided.


Groups should be considered for use when acceptance is critical for the success of the decision, and when group preferences need to be discovered by the manager.  When the problem is complex and ill structured, and group members have relevant skills, a group can do well.  Participation will also work better when group members are motivated to attain organizational goals, and when resolution of member disagreements is important.  Time must also be available for the group to meet and deliberate.  It is also wise to use groups when changes are being introduced, as a way to deal with resistance and help ensure acceptance of the change.


Students may also cite particular decisions where groups are not indicated (e.g., technical decisions such as selecting vendors, inventory control techniques, etc.) and where they might be strongly indicated (e.g., who works overtime, revision of an appraisal system, installing new methods of work).

9.  Name some examples of management decisions where a group should probably not be used to make the decision.  Then give some examples where it might be best to use a group.  Explain your choices. 

Examples of when to not use a group include:


Raise or promotion decisions because groups usually don’t have information on 



individual performance


Hiring decisions are complex but are generally made by managers with input form the 



group.


When a problem is routine and standardized procedures are established for resolving the 



problem.  

Examples of when to use groups include


Helping develop criteria for raises and promotions when the subordinates know the 



job well and have a good understanding of how individual performance affects 



organizational success.


Hiring decisions should be made by groups when the individual would be working 



extensively with a group or team and their acceptance of the new member is 



critical.


Developing new work procedures when group members have experience in 



performing the task.


Decisions about group social activities because decision quality is not usually 



important.  

10.  Make a list of statements a leader can say that (a) foster good problem definition, (b) help idea generation, (c) constructively deal with disagreement, and (d) prevent premature evaluation.

A.
Fostering good problem definition:  How do you all see this problem?  When did it start?  What caused it?  Should we check with others who might know something?  What else haven't we covered?


Helping idea generation:  Everyone take a few minutes to write down as many possibilities as you can think of...then add three more!  Any other ideas?  What else might we try?  Have we covered all aspects of the problem?  See anything we can expand on?  Any interesting combinations?


Dealing with disagreement:  It seems as if we have different opinions on this.  Mary, let's hear your idea and then we can get what Charlie sees in the situation.  Maybe you two can both help us solve this one.  Maybe we're looking at different problems.  Is that a possibility?  Is there any disagreement so far?  Maybe there are other points of view that should be heard.


Preventing premature evaluation:  Let's just think of some ideas without passing judgment on them yet.  Bill, you're evaluating too soon.  It sounds OK but we're far from looking at all the possibilities yet. Let's not jump on one bandwagon too quickly. 

CASE DISCUSSION:  ESCAPADE TRAVEL AGENCY

1. What are the different elements in the flextime issue?  Sort them as quality or acceptance issues.

Quality issues include covering demand by the agency's clients, hours of operation, staffing for peak demand, techniques for preparing more complex schedules, and methods to record and communicate hours worked.

Acceptance issues include needs for flexible free time, differences of opinion about traditional 9 to 5 days, status loss in covering for receptionists, change in responsibilities for supervisors (schedule preparation, hours monitoring), loss of power by supervisors (participatively derived schedule?), new demands for interpersonal cooperation, and so forth.

2. What are some of the ways these problem elements can be solved?

If Burdick at least favors further exploration of flextime, he needs to approach the supervisors as key resources for its success.  Burdick has to show appreciation for and accept their resistance lest he solidify them against it before it even has a chance.  Installing flextime means change, and acceptance is critical, so participation and group decision making seem quite indicated.  The quality elements can be addressed as critical to the success of the agency because customer satisfaction is key.  Efficiency counts too, for flextime should not reduce but may even increase productivity, especially if peak hours are better covered as a result.  An analysis needs to be done of demand periods to see if these can be adequately covered or get improved coverage.

3. How should Mr. Burdick approach the various decisions that have to be made?

This problem has both quality and acceptance elements, so expertise on the quality and participation for both quality and acceptance are needed.  Quality issues can be addressed in part by visiting other organizations that use flextime, and by reading and studying reports of its use.  A group can be assigned the responsibility to do this.  Ultimately, the acceptance issue will have to be fully addressed, and Mr. Burdick will have to follow the leadership guidelines if he is to have a good chance at successfully installing flextime.

CHAPTER 12

CULTURES: NATIONAL AND ORGANIZATIONAL

OBJECTIVES 


This chapter deals with a very popular yet difficult and complicated subject, national and organizational culture.  The overriding objective of the chapter is to show that nations and organizations both provide a cultural context that contributes to the stability of member behavior patterns within them.  

An objective of this chapter is to present the Hofstede Model of culture that provide a multi-dimensional view of national culture.  This model of national culture can be linked to the concept of organizational culture that often reflects the culture of the host nation.  


Another goal is to show the multilevel model of organizational culture.  We seek to show how this is related to various manifestations of organization culture.  We also discuss a model in which the concept of modal personality of the dominant coalition is related to different types of organization culture.  Finally, we apply the model of organization culture to different issues such as mergers, the implementation of organization development efforts, the issue of subcultures in organizations, and the problems that occur when environmental changes require a modification of internal cultural values. 

KEY POINTS 


There are several key points in this chapter.  One is that the central idea of conceiving organization culture in terms of the modal personality is based on the work of Hofstede.  The Hofstede model has been moved to this chapter in this edition and provides a focal point for discussing many of the global/international issues of management that have been weaved throughout the text.  It is important that students understand the influences of national culture on organizational characteristics.

 
A second important point is the multi-layered aspect of culture as it develops from the modal personality of the dominant coalition.  Students will be interested to see how the top management group protects its position through the development of both social and technical processes, procedures and practices that affect the form of the ultimate product or service.  This discussion is related to the discussion of maintenance of organizationally based power presented in a later chapter.


A third key point is the specific types of organizational cultures that are discussed.  Often, students will recognize the descriptions of the different neurotic cultures in this chapter as characteristic of places in which they have worked.  The manifestations of culture are interesting for the students.  They will understand how socialization practices, organizational design, and many rituals in organizations have the effect of influencing members to act in organizationally appropriate ways.  


Finally, the issues of implementing or dealing with culture in new or complex organizational situations are considered.  Implementing culture in new organizations or dealing with culture when there is change in the organization is an important topic for students to consider.  
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KEY CONCEPTS 
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EXERCISES
A.  CULTURAL STEREOTYPES

Break the class into groups of five students.  Tell them that they are to develop behavioral, attitudinal and motivational descriptions of managers from the following countries:



Israel


Italy



Norway

The People's Republic of China



England


First, allow each student about 7-10 minutes to select one of the countries and, individually, prepare his or her description of one of the managerial stereotypes.  


Second, the group should discuss the different stereotypes and, as the members think necessary, modify them so that a group description is developed for each of the country managers.  This should require about 15 minutes.  


Third, when this is finished, have each group present all five of its stereotypes to the whole class and then discuss the differences between the various groups descriptions of the managerial stereotypes.

B.  CULTURAL STEREOTYPES OF ETHICAL BEHAVIORS

Have all the students complete the following questionnaire for homework and then bring it to class.  Make a frequency distribution of the results on the board; do this after collecting the questionnaires or by asking for scores from the students in the class for each question.  If you prefer to use managers from countries other than Germany and Japan, simply indicate this to the students and allow them to modify the questionnaires manually.   Discuss the results in terms of stereotypes of other cultures that students have.

Ethical Behavior Scale:  Please rate the behavior of the managers described in the following ethical incidents or dilemmas on a 1 to 10 scale from highly unethical (1) to highly ethical behavior (10) as you believe the typical manager in your nation would rate this behavior.  Next,  do the same as, in your opinion, a German manager and a Japanese manager would rate such behavior.  

1.  Manager A was having a working lunch one day with two higher level managers from other organizational units while his boss was away.  They were having a beer and a pleasant lunch in the restaurant when manager A was told by the other managers that they were out to get his boss in the future (try to ruin his career).  They were doing this because of the way manager A's boss had treated them at an earlier time.  Manager A was then confronted with an ethical dilemma when his boss returned.  Should he tell him what the other managers said in a situation that implied confidence, or should he not?  He decided to tell his boss.

How would the typical manager in your country rate the ethical behavior of manager A in your opinion?  A German manager?  A Japanese manager?

2.  Manager B worked in a company making pesticides.  One day he was called into his boss's office and told in confidence that recent studies have shown this pesticide to have a possible link to cancer and its use would probably be banned in the domestic country.  However the boss said that the product could be marketed in less developed countries and manager B should work up a marketing plan to sell this product in various other less developed nations.  Manager B then complied with this request.

How would the typical manager in your country rate the ethical behavior of manager B in your opinion?  A German manager?  A Japanese manager?

3.  Manager C works for a manufacturing company.  One day, asked to reduce his budget by a certain amount.  He decides to do this by laying off several employees who he had told would always have jobs so long as they performed well.  At the time there are no other jobs available paying the same amount in the community.

How would the typical manager in your country rate the ethical behavior of manager C in your opinion?  A German manager?  A Japanese manager?

4.  Manager D works in a company which produces a food product popular around the world.  Recently manger D was told that a certain bloc of nations, which had a disagreement with another nation (Z), had formed a boycott against that nation such that they would not accept any product from a company that sold goods in nation Z.  Manager D decided to close up operations in nation Z so as not lose business in the other countries.

How would the typical manager in your country rate the ethical behavior of manager D in your opinion?  A German manager?  A Japanese manager?

5.  Manager E works in company that makes a sophisticated piece of equipment needed by large construction companies.  This machinery works very well by and large, and is quite popular.  Recently however manager E has discovered that the machinery can suffer serious breakdowns in cold weather.  Recently a large construction company in a rather cold country has submitted a large purchase order this equipment.  Manager E is confronted with the ethical dilemma of whether to tell the company of its findings about the effects of cold weather on the usefulness of this equipment.  Since his company needs the business rather badly at the present time, manager E decides not to say anything about the cold weather problem with this equipment.

How would the typical manager in your country rate the ethical behavior of manager E in your opinion?  A German manager?  Japanese manager?

6.  Manager F works in a company which does a lot of work for the government by bidding on contracts.  It has been very successful in winning such contracts in recent years.  Manager F recently discovers that his boss has been giving a government contracts administrator some very large gifts.  He decides that he should report his boss to the president of the company and proceeds to do so.

How would the typical manager in your country rate the ethical behavior of manager F in your opinion?  German manager?  A Japanese manager?

7.  Manager G is the president of a small company which has decided to produce a particular consumer appliance to fill out the product line of consumer appliances that it now has.  Having not made such an appliance before, manager G purchases different models of this appliance in stores and by mail catalogs. Then he has his subordinate managers pick the one they think will be best for manager G's company to produce.  They choose one, break it down into its component parts, and obtain subcontractors for the components they do not wish to make themselves.  Then they start producing and selling this product without paying any fee to the very large foreign company who designed it.

How would the typical manager in your country rate the ethical behavior of manager G in your opinion?  A German manager?  A Japanese manager?

8.  Manager H is told by one of his department' secretaries that another manager in the department has repeatedly asked her to participate in sexual activities with him.  Although he has not threatened her in any way for not complying with these activities, nor promised any rewards for compliance, his activities have become bothersome to her.  She is afraid to complain to higher authorities about this problem.  Manager H decides to confront this manager himself, and to warn him to stop this activity or he will report him to higher authorities.  He then does this.

How would the typical manager in your country rate the ethical behavior of manager H in your opinion?  A German manager?  A Japanese manager?

9.  Manager I is director of the personnel/human resources unit in a large company.  He was visited by his brother-in-law one day and asked about the possibility of his company hiring his daughter (manager I's niece) who had just graduated from college with a degree in art history.  In spite of the fact that his company had never before hired anybody with such a background for a management trainee position, and in spite of the fact that she had not performed as well on tests and the interview as some other candidates (though she did not score badly) manager I hired his niece.  Of course, nobody in the HRM unit knew about her relationship to manager I since her last name was different than his.

How would the typical manager in your country rate the ethical behavior of manager I in your opinion?  A German manager?  A Japanese manager?

10.  Manager J is visiting one of the supplier companies to his own company.  While there having lunch with the firm's president he finds out from the president that the supplier company's stock is likely to rise quite rapidly in the future because of a recent discovery that has been made in the company.  This information will be made known to the general public in a few weeks.  The president gives manager J the unmistakable impression that he would like him to buy some of the company's stock not only for himself but secretly for the president as well.  He does so, and indeed a few weeks later the stock increases considerably in price.  At that time he sells it.

How would the typical manager in your country rate the ethical behavior of manager J in your opinion?  A German manager?  Japanese manager?

11.  Manager K works in a company that is negotiating a five year licensing arrangement with a small foreign company (company X) that has just invented a new product that manager K's company wants.  The negotiation was very protracted and had gone on for several months. Then manager K, a member of his company's negotiating team, was asked directly by a representative of the smaller foreign firm if manager K's company intended to copy the new technology and then compete with company X in the future in that business.  He answered no even though he knew his company intended to do that very thing.

How would the typical manager in your country rate the ethical behavior of manager K in your opinion?  A German manager?  A Japanese manager?

12.  Manager L signed a five year agreement with a supplier company (W) some three years previous.  In this agreement they had agreed to certain prices and delivery times.  Now the economic situation has changed and manager L tells the supplier company that the prices and delivery times must be changed, because of changing circumstances, even though only three years has passed.

How would the typical manager in your country rate the ethical behavior of manager L in your opinion? A German manager?  A Japanese manager?

----------------------------------------------------------------

Your home country is?                                        
Your gender?                    Age?           
C. ORGANIZATIONAL CULTURES IN DIFFERENT ORGANIZATIONS  


An effective way to demonstrate differences in organizational cultures is to have the students discuss the differences in the culture of this class compared to other classes.  They could begin by listing courses which they are taking or which they have completed which are in the same area (for example, introductory management, human resource management, psychology, sociology) and some which are in different fields (accounting, finance, economics, mathematics as examples).  You can then ask:


1.  What are the similarities and differences between this class and others, beyond the 

subject matter?


2.  Are there different behaviors (asking questions, levels of participation, etc.) and 

different attitudes (willingness to participate, acceptance of different ideas, etc.) between 

the classes?


3.  What do you think these differences result from?  

B.  DISCUSSION ABOUT MANIFESTATIONS OF ORGANIZATIONAL CULTURES

A short exercise to focus on the manifestations of organizational cultures is to discuss student experiences in which they themselves have been exposed to these factors.  Ask:


1.  Many of you belong to clubs, student groups, fraternities, or sororities.  What are some 

specific symbols, language, or rites of one of these groups that you can share with the 

class?


2.  Can anyone describe the initiation rite in one of these organizations?  What are the 

implications of this activity?  


3. Specific languages, or a jargon unique to an organization, is one manifestation of 

organizational culture.  Are there any examples that one of you can share with the class?

CHAPTER 12 STUDY QUESTIONS 

1.  Some say that one's own culture is invisible to those who are in it.  Do you believe that statement is true?  Take a position on this issue and provide arguments for it.

A.
Many students will take exception to this statement.  They might say, for example, that it is obvious to them that the U.S. culture does place a very high value on individualism and competition as compared to other cultures.  Not only does this appear to be true from what they observe directly, but some will say that there is frequent discussion of the U.S. culture in the country's newspapers, magazines, and other media that reveals much to them.  Some students will say it is the culture of other countries that is invisible rather than their own.  However, the instructor can certainly point out lots of examples of where U.S. culture is very different than other cultures in ways that are not at all obvious to them.  For example, personal space requirements: Americans need more space than in many other countries.  The discussion is likely to end up with how some aspects of one's own culture are obvious but others are not until the characteristics of other cultures become known.

2.  How has globalization impacted the educational experiences you have had recently?  What changes do you see occurring in the curriculum, student body, and other factors related to the educational process?

A.
Students are likely to say that globalization impacts the content of books and the courses that they take.  They can see that their curriculum has a number of international courses, the books have many examples from other countries and that there are a number of foreign students in their classes.  Of course students do not have the long experience in teaching the same course that their instructors have, and so fail to recognize the really significant changes in course content that has taken place over the past decade (unless the instructor points this out to them).

3.  Think about some foreign students you have met or observed recently.  What differences in their behaviors or thought patterns did you notice that vary from most individuals in your own nationality group?  What underlying cultural differences may be reflected in these behaviors or thought patterns?

A.
Most U.S. students in answering this question would probably feel that foreign students are much more quiet in class than U.S. students and seem to stick together to a significant degree. Many non-Asian students believe that the Asian students especially are very studious and put in long hours at their studies and tend not to be very concerned with leisure time activities such as parties and sports events.   Probably most U.S. students have not had the opportunity to observe their fellow foreign students in sufficient depth to identify significant cultural differences.  

4.  Consider the possibility of being sent to an overseas post for three years.  What types and amount of training would you like to receive before moving overseas?

A.
Most students will probably say that they would like to receive training in the cultural customs of the nation so that they will not do things that might embarrass themselves or the organization they represent.  In addition they are likely to say that spouse training and language training would be useful as well.  They may also express specific needs for information on everyday living, such as currency matters, housing, schools, transportation, taxes and vacationing.

5.  Of the several countries mentioned in this chapter along with some of their characteristics, which sounds to you like it would be the easiest for you to live in while conducting business for an American company?  Give reasons for your choice.

A.
Most students will probably say that the easiest country in which to live while conducting business for an American company would be one that speaks their own language.  Since England is mentioned in the chapter most students would probably choose that or any English speaking country as the easiest for them to live in.  Students are next most likely to choose European countries rather than Asian countries as the next most easiest to live in.  This choice will be on the basis of cultural similarity, which is a factor to consider along with language in judging how difficult it will be to adjust to another country.  Some students might well have had a fascination for a foreign country or region that they never have visited, and which are quite divergent from the American culture.  They might find the opportunity to work in such places as the chance of a lifetime.

6.  Discuss the relationship between the culture of a society and organization's culture.

A.
The culture of any specific organization will be affected by broad social factors.  For example, broad external influences exist over which the organization may have no control.  Historical events which have shaped the society, the geography of the region in which the society is located, and the climate will have an effect on those who live in it.


The dominant beliefs and values of the broader society, such as beliefs about individual freedom, orientation toward authority and belief about the role of work will reflect the "modal personality of the society" (see chapter 18).  These broad social values define the level of acceptability of specific organization cultures.  Thus, we must think of the broad social context as the frame within which the organization culture will develop.

7.  How does the history of an organization affect its culture?  Does it make a difference whether the organization is large or small?

A.
The history of an organization is crucial because it is during its early period that the values of the dominant coalition begin to affect the organization's culture.  When these become embedded into the fabric of the organization, they are difficult to change, particularly if the organization is located in a stable environment and there is no real threat to its survival.  


A good illustration of this point is EDS and Ross Perot.  He left IBM in the 1960s because he felt that it did not have the climate for strong individual initiative.  He founded EDS and these values were the basis for the structure of the organization and the selection of personnel.  One of the hallmarks of EDS is highly committed employees at every level. 


The size of the organization, from the perspective of the development of culture, in the early periods is also important.  There are choices to be made about organization design, selection, and strategy, or the secondary strategies of the organization.  Once these are made, the culture begins to take on relative permanence, and becomes more resistant to change.

8.  What is the advantage of thinking of organization culture as a multi-level concept?

A.
Conceptualizing organization culture as a multi-level, or multi-dimensional concept is useful for a number of different reasons.  


First it suggests that the importance of congruence or consistency between the different aspects of culture which is necessary to have a strong organization culture.  This idea of congruency may be useful in understanding when organization cultures are weak or when they are fragmented.  


Second understanding culture as a multi-dimensional concept makes one aware of the difficulties of changing it.  Changing organization culture, as we pointed out in the chapter, requires a great deal of effort directed at modifying each level or dimension and ensuring that there is a consistency between the desired states.  


Third, this concept is also useful in the analysis of where to focus any efforts to change organization culture.  For example, modifying the modes of implementation may require nothing more than simple analysis of work, assessment of the environment, or the evaluation of internal organizational operating systems.  However, attempting to change the basic values of the dominant coalition may require a strategy which is much more profound and extensive.  Such strategies may require organization change methods as outlined in Chapter 16 that result in the modification of fundamental beliefs and values. 

9.  What is meant by the organization culture profile?  What are some dimensions that have been found to be useful representations of such a profile?

A.
The specific values which form the basis for the organization culture represent its cultural profile.  These tend to be broad and general criteria for judging the correctness of actions, ideas, and attitudes of members.  The particular may vary.  One set of values discussed in the text are (1) innovation and risk taking, (2) stability and security, (3) respect for people, (4) outcome orientation, (5) team orientation and collaboration, and (6) aggressiveness and competition.  It is obvious that organizations may differ on these characteristics.  

10.  What are the concepts "modal personality" and dominant coalition?  How do they relate to organization culture?

A.
Hofstede developed the concept of modal personality.  He argues that individuals in societies are socialized to accommodate to them.  This suggests that there are some dominant personality orientations within a culture.  The modal personality refers to the degree of homogeneity and strength of these dominant orientations within a culture.  The modal organizational personality is the degree of homogeneity and strength of a particular personality orientation in an organization.  It results from several factors.  First, individuals develop values in the culture to accommodate to the organizations in the society.  Second, in organizations there are selection processes which screen out those who do not fit and organization socialization changes those who join it so that some level of personality homogeneity develops.  Third, the rewards in organizations selectively reinforce some behaviors and attitudes and not others.  Fourth, promotion decisions usually take into account both performance and personality.  


The dominant coalition in an organization is that group which wields the most control and power usually they are at the highest levels of the organization though the dominant coalition may not include everyone at those levels.  The values which reflect the modal personality of the dominant coalition will drive the organization culture.  The primary strategy of the dominant coalition will be to protect these values.  Thus, the instrumental and expressive strategies which are part of the organization culture will reflect the modal personality of the dominant coalition.

11.  What is the reason for studying neurotic organization cultures?  Do you think most organizations have these extreme types of culture?

A.
The point we have tried to stress in the discussion of neurotic cultures is that, like individual neuroses, they probably exist in relatively large numbers.  In addition, it is by understanding the extreme types, that it is also possible to understand the more healthy types.


Another important matter is how cultures develop.  Healthy cultures develop in the same way as the neurotic ones.  They just do not go past the point where the values, beliefs, attitudes, rituals, and so forth are so extreme. 

12.  What are the consequences of organization culture?  How do these serve to make the culture resistant to change?

A.
The consequences of organization culture which we have discussed are the following: (1) organization design; (2) selection and socialization strategies; (3) class distinctions; (4) ideologies; (5) myths and symbols; and (6) language, and (7) rites and ceremonials.    


These serve to make culture resistant to change because they act as reinforcements of the culture itself.  In other words, they carry messages about values, beliefs, and appropriate behaviors.  They serve to structure the behavior of members and extract some levels of compliance, if at no other level than the members participate in them.  Further, they serve as vehicles through which rewards and sanctions are distributed. 


One wishing to change a culture must understand the importance of these factors to the members in it, particularly those in the dominant coalition.  In addition, these sometimes become so ingrained in an organization that they may be very difficult to change.  One might argue that to the extent certain of these factors have not changed over time as the culture has presumably changed, vestiges of the old values remain in place and may resurface in the future.  

CASE DISCUSSION:  THE GRADUATE SCHOOL OF BUSINESS ADMINISTRATION

1.  Why do you think the MBA program has problems?

The problems arise because there is great variability in teaching capabilities and because there are different objectives for each of the groups interested in the MBA program.

2.  What approach would it take to solve this problem?

(a.) Get better faculty.  This, of course, is a difficult way to solve the problem because it is expensive.  In addition, there is likely to be much variation in the quality of classroom performance.

(b.) Use common course outlines.  Here you have the problem of forcing a professor who has strengths in one area to teach in different areas.  This could lead to less effective teaching, but certainly more even coverage.

3.  What are the organizational structure problems?

In setting up departments, the faculty will be more oriented toward the subject matter of department, and less so toward the specific programs.  Therefore, its loyalties will be to content areas, not programs.  It will be difficult to get them involved in a college-wide program that does not have some identity.

One way to approach this problem is to create a matrix organization, with an "MBA director" through whom program activities will be coordinated.  The director then can negotiate with the relevant department chairpersons to get the best professors in the program.

But what does that do?  Put all the bad teachers in the undergraduate program?  Is that a good solution?

4.  Do you think the organizational culture of the university differ from that of most business firms?  How would that explain the problems in this case?

The university culture will differ because of the type of work that is done, the people who work there, and the nature of authority relationships.  First, the word provides professors with a great deal of discretion on how they teach classes, the books they use, and often even the times that they teach.  This degree of freedom doesn't exist in many other types of organizations

Second, the kind of people who choose academic careers are very often interested in working alone in their teaching and research.  They have to invest a great deal in their own careers and are likely to have a professional, and not an Organizationalist, orientation.  Usually at higher levels of firms, the managers tend to be organizationalists. This should lead to strong effects on the different cultures.

Third, there are very different authority structures in universities and business firms.  Usually the business firm is more directive and hierarchical while universities tend to be more participative in decision making.

These factors are useful in understanding the problems in the case because they help explain the different values and frames of reference the managers have from the university people.

CHAPTER 13

ORGANIZATIONAL STRUCTURE AND DESIGN

OBJECTIVES 


In this chapter we introduce the students to the topic of organization. In this edition, we have placed this chapter later in the textbook than in previous editions. However, some professors may continue to prefer to use this chapter early in the course with an objective of trying to get students thinking about the context of organizational behavior.  Other professors may prefer to use this chapter as a transition from “micro” to “macro” issues.  With either course organization method, this chapter prepares student to think more broadly about the context within which organizational behavior occurs.  Specifically, in the chapter the student should learn how the organization's environment affects the organization structure, organizational design and task structure.  The student should also develop some awareness of the systems concept of organization and how those systems can vary as a function of the type of organization.  The student should learn how these concepts about the environment and organization structure are related to the idea of generic organization types.  Finally, the student will be able to see how these generic organization types are related to the division of labor, specialization, and forms of departmentation. 

KEY POINTS 


The chapter touches on several important topics.  For example, we discuss the nature of organization structure with a focus on the dimensions of complexity, formalization and centralization.  


The next key point is the nature of the organization environment.  Here we illustrate different sectors and dimensions of the environment.  Following this discussion, we then show how the organization systems will differ in the various environments.  This leads to the concept of generic organization types.  The way that systems in the different generic types become departments is another key aspect in this chapter. This is explained in terms of differentiation, integration, and the structure of authority.   

Perhaps the most important aspect in this chapter is the idea that organizations may be viewed as relatively predictable, stable interaction systems.  The structure of the organization and its culture (as discussed in Chapter 12) may be better predictors of the individual behavior in organization than the traditional factors or models that are studied in conventional OB courses. 
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EXERCISES
A.  UNDERSTANDING THE CONCEPT OF GENERIC ORGANIZATION TYPE

To help the students develop an understanding of the concept of generic organization types, you might ask them to identify organizations which are in different businesses but which seem to be similar in terms of the ways that work and people are related.  For example, you might stimulate their ideas by asking how the following organizations are similar and different


1.  Fast food restaurants and automobile manufacturing plants.


2.  Hospital emergency facilities and fire departments.


3.  Baseball, soccer and football teams compared to tennis, golf and ski teams.  

B.  TASK INTERDEPENDENCE

One way to illustrate task interdependence is to discuss the advantages and disadvantages of group assignments compared to individual assignments in classes.  You can ask questions such as:


1.  How many of you prefer group instead of individual assignments?  Why?


2.  Do you prefer to have the same grade assigned to each group member for these 

group assignments?


3.  What are the problems with getting the work done in group assignments?


4.  Are there some courses or projects for which group assignments and grades make 

very good sense?  

CHAPTER 13 STUDY QUESTIONS

1.  In stable technological and market environments, why is it possible to design the departmental structure of an organization in either the functional or product form? 

A.
The choice of structural forms here is possible because the environment is stable and the subsystems can adapt in several different ways.  Essentially the choice then becomes one of managerial preference and philosophy.  With the functional form, the emphasis will be on cost efficiencies that can be achieved by grouping similar functions.  The main problem will be to coordinate the activities of the separate units. With the product form, the emphasis will be on customer satisfaction because each major unit will have the whole product.  Here the coordination problem is less, but the efficiency problems are greater. 

2.  What would happen if an organization is in a stable market and stable technological environment and the form of departmentation chosen was "matrix"? 

A.
There will be one of two outcomes.  If the matrix structure is maintained, there should be a lot of conflict arising out of the dual responsibility that managers will have to both functional superiors and project superiors.  This could lead to a lot of unnecessary stress in the organization.  The most likely outcome will be a move toward a product or functional form that will occur to minimize the problems discussed above. 

3.  How do accounting control systems and performance measurement systems differ in the different types of organizations?

A.
In the mechanistic organization, historical measures will be the dominant form.  Performance measurement will focus on "end results," that is, costs, production levels, etc.  In the organic organization, there will be a lack of historical cost data, so we believe that "cost projections" will be used.  To measure performance, the emphasis will be on "how" the work is done, rather than end results.  This does not mean to say that end results are unimportant, but there will be more time‑delayed outcomes and, hence, more difficulty in measuring them.


The mixed organizations will use different types of performance measures in the various components.  The problem here will be to develop a way to achieve comparability and equity between them. 

4.  How do the concepts of differentiation and integration explain organizational design choices? 

A.
The way managers break apart (differentiate) the various subsystems and then restructure the relationships among them (integration) is fundamental to the issue of organization design.  In fact, organization design may be viewed as the process of differentiating and integrating the subsystems in various ways.  Thus it becomes clear that the initial form of the subsystems is the basic constraint or design choice. 

5.  Is the R&D function (an adaptive subsystem) more important to the effectiveness of a mechanistic or an organic organization?  Explain. 

A.
No.  The R&D function is important in both.  However, the R&D function is more complicated and more problematical in the organic organization because of the extensive variability of the environment.  The environment is more difficult to assess and therefore it will have to be monitored by individuals who are highly skilled in interpreting it.  In the mechanistic organization the stability of the environment permits the development of more routine monitoring systems thus, in the organic organization those who interact with the environment are likely to be more influential and have more status and power than those who interact with the environment in mechanistic organizations.  

6.  What are the particular problems of managing "mixed organizations"?  What are the important differences between the technology-dominated and the market-dominated organization?  

A.
The problems of managing mixed organizations stem primarily from the fact that each of the major subunits will have different systems properties and, probably, personnel with very different values and attitudes.  Thus, the issue here will be to develop an effective way to integrate these two very diverse sets of subsystems. 


The main difference between these two forms of organization is, we believe, the source of major policy and strategy influence.  In the technology‑dominated organization, the major policy influence will come from "engineering and technical" staff.  In the market-dominated organization the major policy influence comes from the marketing groups.  

7.  Compare the strengths and weaknesses of the product and functional organizations.

A.
Overall it is easier to establish cost and profit centers, or accountability, in the product organization because the units are self- contained; that is, one major division is responsible for the design, manufacturing, and marketing of the product.  There should be less conflict between major organization units since there is less coordination required than in the functional organization.   


There will be more staff duplication in the product than in the functional form, however, because each unit is somewhat self-contained.  This should result in less efficiency than in the functional form.  In the functional form, similar activities are grouped together, providing opportunities for economies of scale.   


In the product organization there should be a stronger customer orientation, because the unit is responsible for the complete product, not just a part of it.  There is also more likely to be a long-term orientation, rather than a short-term focus.   

8.  What is the relationship between the division of labor and the concept of organization subsystems? 

A.
Organization systems are related tasks.  Specialization occurs when these tasks are separated and grouped together in particular ways, then assigned to individuals as jobs.  When the subsystem task differentiation results in jobs with narrowly defined functions which require a relatively limited range of skills, it is task specialization.  When the differentiation of subsystem tasks results in jobs or occupations in which broader ranges of activities are performed and broader skills are performed, it is personal specialization. 

9.  What is the difference between task specialization and personal specialization?  Give some examples of highly professionalized jobs which illustrate that task specialization can exist in jobs other than "blue collar jobs." 

A.
Task specialization means that the job is composed of very simple elements so that it is quite easy for the person to fit into it.  In a sense the work is specialized.  In personal specialization the person possesses a wider range of skills that can be used when the situation, which may be somewhat variable, calls for them.  In line with this definition, then, even a person who is educated and trained in a profession who ends up performing a very limited number of activities could be considered a task specialist.  Thus, the attorney who handles only divorce cases or the physician who only treats teenage acne works in a task-specialist way. 

10.  What is meant by the term "task interdependencies"?  What are the different types of task interdependencies?  Give some examples of each from your work experience.  Are there different types of task interdependencies in different types of sports?  Give some examples. 

A.
There are three ways to classify task interdependencies.  One is sequential interdependence, where it is not possible to begin a task until previous activities have been completed.  Reciprocal interdependence occurs when individuals in two tasks are mutually dependent upon each other to perform.  Pooled task interdependence is when each person is autonomous, but their contributions must be pooled to achieve success. 


You will have to draw the class out here to get their work experience.  Anyone who has worked in an assembly line can give you an example of sequential interdependence.  A good mutual interdependence example can come from someone who has worked in a department store and who has had to check customer credit with the credit office.  A good pooled interdependence example can come from anyone who has been a salesperson.  The success of the unit depends upon how each one does. 


Some examples from sports are helpful here.  Sequential interdependence can be illustrated by a relay track team.  Reciprocal interdependence  characterizes almost every team sport, such as, baseball, football, basketball, soccer.  Pooled interdependence is exemplified by teams in sports such as golf, tennis, and bowling. 

CASE DISCUSSION:  COLE AND WILEY

Cole and Wiley is a pharmaceutical company.  It has all the characteristics of a technology-dominated mixed (TDM) organization.  You can infer this from the description of the marketing unit and the R&D unit by Watkins.

The marketing unit is somewhat structured.  There are programmed selling aids for the sales personnel.  They have very specific instructions about what to do when calling on pharmacists or physicians.  Further, even though they are selective about the sales force, one can infer that an adequate number of job candidates exists in the pool, otherwise the company could not be selective.

The compensation system and the performance evaluation system are also characteristic of the mechanistic form of the marketing unit.  There is a quota which is set by headquarters and the pay system is designed to support the company's "non-pushy" philosophy by not paying a bonus when the salesperson exceeds performance quotas.

The marketing unit contrasts with the R&D segment of the organization in some interesting ways.  There is no MBO system in R&D.  They are more flexible.  It is interesting to note that the R&D unit is separated geographically from the marketing group.  This will help alleviate the perceptions of inequity that could develop between the two groups as a result of the differences in structure between them.

CHAPTER 14

POWER AND POLITICS IN ORGANIZATIONS

OBJECTIVES 


This chapter introduces the student to a set of concepts about power, and politics that will enable him or her to better understand how and why individuals in organizations comply with influence attempts.  This chapter links nicely to the following chapter on leadership, because both deal with the influence process. 

KEY POINTS 


This is a very rich chapter from a conceptual point of view.  One set of key concepts revolves around the issues of influence, power, and dependence.  Basically, the student should learn the significance of dependence relationships in understanding how influence can be exerted. 


In this chapter, we take a little departure from the conventional use of the concept of power and legitimate power.  Here we differentiate between the use of power and compliance achieved as a result of the psychological contract or through the use of legitimate authority. 


The psychological contract is an important point here.  For us it is a basis for understanding much about compliance.  By the introduction of the ideas of "real" and "public" boundaries, we show how and why individuals differ with respect to the psychological contract and how managers may obtain compliance by using administrative processes.  


The different types of power and how it is acquired are also worthy of attention.  The students should be aware that there are differences in whether the power is individually or organizationally based, and these differences affect how it is acquired.  Our discussion of the acquisition of organization-based power draws heavily on Hickson and colleague’s important paper and on the work of Pfeffer and Salancik.  It is basically a dependence model, consistent with the theme introduced earlier. 


Another group of ideas that will be of interest to the students is the discussion of how individual power can be acquired.  This section is based on the recent work of House, which relates personality dimensions to the acquisition of power and influence. 


We also show how both individual and organizational power may be maintained.  This set of concepts is, we believe, particularly important as it relates to the subject of organization change and development (Chapter 16).  It is clear that to the extent which organization change threatens the current structure of individual or organizational power, strong forces may be brought to bear to resist it. 
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EXERCISES

A.  CHARISMATIC VS. MANAGERIAL IMAGES

Students are able to develop very accurate images that can form the basis for differentiating between charismatic leaders and effective managers.  This can be done as follows:


1.  Ask the students to lean back, relax in their seats and close their eyes.  Then tell them

I WANT YOU TO SEE IN YOUR MIND A CHARISMATIC LEADER, SOMEONE WHO HAS HAD A POWERFUL EFFECT ON THE LIVES OF OTHERS, WHO THEY FOLLOW AND OBEY, IN WHOM THEY HAVE A GREAT DEAL OF CONFIDENCE, SOMEONE WHO HAS EXERCISED REAL POWER. TRY TO SEE THEM BEHAVING, TALKING, INTERACTING WITH OTHERS.  TRY TO IMAGINE WHAT THEY LOOK LIKE, THE CLOTHES THEY ARE WEARING, THE PEOPLE AROUND THEM, AND THE SETTING AS SPECIFICALLY AS YOU CAN.

NOW, OPEN YOU EYES AND TELL ME WHO THE PERSON IS.


2.  List the names of the persons on the board or on a flip chart. When you have a good 

representation of names, go to the next step. 


3.  Ask the students again to relax, lean back and close their eyes.  When they appear to 

have done so, tell them

NOW I WANT YOU TO IMAGINE THAT I HAVE JUST INVITED TWO KEY MANAGERS FROM A FIRM TO COME TALK TO THIS GROUP.  ONE IS THE CHIEF EXECUTIVE OFFICER AND THE OTHER IS THE CHIEF FINANCIAL OFFICER.  

IMAGINE THAT YOU HEAR THE DOOR TO THE CLASSROOM OPEN AND THEY COME IN.  AS THEY COME TO THE FRONT OF THE ROOM, YOU CAN SEE THEM VERY CLOSELY.  YOU OBSERVE THEIR CLOTHES, THEIR PERSONAL CHARACTERISTICS AND THEIR BEHAVIOR.  ONE, THE CHIEF EXECUTIVE, COMES TO THE DESK AND THE OTHER TAKES A SEAT ON THE LEFT SIDE OF THE ROOM.  

NOW, OPEN YOU EYES AND DESCRIBE THE CHIEF EXECUTIVE.


4.  Students will begin to give you certain characteristics of the CEO, but before they get 

to far, ask


HOW MANY VISUALIZED A MAN?  A WOMAN?


It is most likely that most will have an image of man.  This permits you to raise the 

question about managers and male stereotypes.  You can go on, after that, with questions 

such as 


WHAT WAS HE WEARING?  THE COLOR OF THE SUIT?  THE COLOR OF THE TIE?  WHAT COLOR SHOES?  WHAT WAS HE CARRYING?


For each question, ask who many agreed or had the same image.  You will find that, 

usually, what emerges is a tall male, wearing a gray or blue business suit, burgundy tie, 

black shoes, carrying a dark leather brief case.


5.  The next step is to compare this image with the list of persons who have been 

characterized as charismatic.  Ask what are the factors which they have in common.  The 

answers will be in terms of behaviors and psychological orientations of followers.  This 

can be the basis for further discussion.

B.  WHAT IS INFLUENCE AND WHAT IS MANIPULATION?

Often students become concerned with discussions of power and influence because of the negative connotations associated with power, but evil, charismatic leaders.  It is important that they differentiate between the process through which the influence is developed, which is the focus of the chapter, and the moral assessment of the outcomes.


This can be done helping them focus on some common influence attempts and determine whether they were manipulative or not.  For example, you can use the following examples:


Convincing your spouse or significant other to take your vacation together in a place 

where you can enjoy your favorite recreation but which has not facilities for his or her 

preferred pastime


Convincing a professor to allow you to take a make-up exam when you failed to attend 

the regular exam.  You overslept because you were at a party the night before and didn't 

feel well.  When asked why you missed the exam, you merely told him you were ill.  Since professor did not press for more, you did not offer it, though you know the policy is that such make up examinations are to be given only for legitimate illness. 
 
   

CHAPTER 14 ‑ STUDY QUESTIONS 

1.  What is the importance of the concept of dependence in understanding power?  How is dependence related to the level of power that one person has over another? 

A.
In order for influence to occur (or for power to be used) there must be a dependence relationship.  This is one in which one party or both need something from the other in order to continue to operate.  The strength of the influence, or power, is dependent on two factors: the need to maintain the relationship and the imbalance in the dependence relationship.  When a person or an organization can easily escape from a relationship, influence can be reduced.  For example, in a competitive market, a seller should have no power over a buyer because there are many suppliers.  However, in a monopoly a customer can only buy from one source.  The customer, who must maintain the relationship, is likely to be more dependent on the supplier than vice versa.  The seller has much power.  Likewise, when a company is the major employer in a small town, it may have much power because the community and its individual citizens are both dependent on it for jobs and taxes. 

2.  There are three bases of compliance.  What are they?  Can you link them in any way to the types of organization that were discussed in Chapter 2 or to the organizational orientations discussed in Chapter 4? 

A.
Compliance can occur for a number of reasons.  A person may be highly committed, may be forced to comply, or may make a calculation that is beneficial for him or her to comply.  These types of compliance are called commitment, alienation, and calculative involvement.  


We think that there will be different patterns of compliance in different types of organizations.  For example, there will be more alienation, especially among operating personnel, in mechanistic organizations and there should be higher levels of calculative involvement and commitment among executives.  In organic organizations, there should be higher levels of commitment, especially toward the focus of the work, and less alienation. 


Also, if you review the organization personality orientations in the careers chapter, it is quite easy to see how they are related to compliance.  Alienation characterizes the indifferent, externally oriented person.  Commitment occurs for both the organizationally oriented and the professional, but the commitment is for different reasons.  The organizationally oriented person is committed the place of work and the professional is committed the work itself. 

3.  How is the psychological contract related to the use of power in organizations?  Does the psychological contract mean that individuals will comply willingly with orders and directives? 

A.
The way we approach this question is a little different from other  writers.  We think that when orders and directives fall within the boundaries of the psychological contract, power has not been used.  It doesn't have to be.  It is when directives fall outside the boundaries that there is a need for the use of other mechanisms to extract compliance. 


The concept of the psychological contract does not mean that individuals will comply with all requests just because they are members of an organization.  The idea is that there are boundaries to it.  In fact, the important thing to remember is that each person has a unique psychological contract. 

4.  In this chapter we differentiate between power and legitimate authority.  What is the difference? 

A.
As we define it, the distinction is that power is not sanctioned by the psychological contract, while legitimate authority is.  You might get some argument here about the fine points of this distinction.  We define it this way because it fits with other parts of our overall model.  The important thing for the students to understand is that in many cases at work, people will be doing things that they do not think they should be doing.  This behavior can best be interpreted in terms of the application of power. 

5.  What is meant by organization politics? 

A.
We define organization politics to be the use of power to achieve the goals of the political actor.  These may or may not be organizationally approved.  On the other hand, legitimate authority always reflects organizationally approved goals.  On the other hand, legitimate authority always reflects organizationally approved ends because, by definition, it flows from the psychological contract. 

6.  What is the difficulty with relying on charismatic power as a basis for influence in organizations? 

A.
Charismatic power occurs because one individual develops psychological dependence on another.  It is personal not organizational power.  Therefore, it will be difficult, if not impossible, to transfer it from the charismatic manager to others. 


Charismatic power can be institutionalized, though, in the sense that mechanisms can be put in place in an organization which ensure that influence of the charismatic leader is more likely to continue.  Rules, policies, appointments by the leader and other practices may ensure that the direction of the organization in the future does not rely on the emergence of another charismatic leader.  You might use the case of Iacocca at Chrysler to show this.  If he is, as many think, a charismatic manager, then if Chrysler is to succeed when he leaves, another person like him must be found or good organization must be set in place.  It is easier to do the latter rather than the former.

7.  What is the basis of the strategic contingency theory of power? 

A.
This is an approach to understand why some units in an organization are more powerful than other units.  It is based on the idea that units which are (1) able to cope effectively with external environmental volatility, (2) performing activities which cannot easily be performed by other, and (3) performing activities which are central to the work flow in the organization will have more influence than those subunits which do not have such characteristics.  It is a dependence approach and, here again, you can point out the importance of dependence in understanding organization power. 

8.  List and define the organizational-based power strategies.  Can you think of any situations in which you have been personally affected by one of these approaches?  Where you have used one of them? 

A.
Organization-based power strategies that we have listed are (1) defining the problem, (2) subjective use of objective criteria, (3) using outside experts, (4) controlling the initiation of action by the release of information, (5) cooperation, and (7) coalition formation.


If the students cannot come up with their own examples of how these may be used, then you can use the class situation as an illustration.  For instance, you might focus on how essay exams differ from "objective" exams, how and why grade cutoff points are set and, most important, who set them.  You can also point out how your organizational position gives you a great deal of discretion that influences what happens in the class and what students may do when they feel they have been wronged.

9.  Why is impression management a way to develop and hold power?  Give some examples of ways that you have seen it used. 

A.
Impression management is the control of information, or cues, imparted to others in attempt to manage the way one is viewed.  If a person is able to successfully impart "influence" cues in an organization, others may begin to believe them.  For instance, if one manager is able to get others at the same level to believe that he or she has the ear of higher-level executives, then it may be possible to have a great deal of influence with that group.  


You can also discuss the many symbols that are associated with power in organizations, for example, parking places, large offices, and things of this sort.  All of these convey the impression of power.      

10.  Use the ideas in the section "Maintaining Organizationally Based Influence" to explain why it is difficult to bring about a significant change in organizations.

A.
The ideas discussed in this section are very useful to help the student understand why organizations successfully resist change.  Even with the best of intentions, unless the factors discussed here change, it is unlikely that an organization can be changed.  Those who are in powerful positions can still influence strategy, affect personnel selection to positions of importance, influence the compensation structure, evaluation criteria, and so forth.  These are more important to the long-run shape of the organization than most brief change programs. 

CASE DISCUSSION - THE BREWTON SCHOOL

1.  What was the basis of Joe Melcan's power during his tenure?


There are a number of factors that form the basis of an individual's power in an organization.  Focusing specifically on power, there is reward power, coercive power, expert power, and charismatic power.  In this particular case Joe Melcan put an emphasis on using reward power primarily to shape the behavior of his teachers in the directions he wanted.  Coercive power does not seem to be used by Mr. Melcan directly, in the sense of applying punishment to those not performing up to his expectations.  But he does give lower rewards to those who do not perform as well.  Of course Joe Melcan does have a great deal of legitimate authority or power, partly because teachers know they must generally defer to the requests of principals, their superiors in the hierarchy of the school system. But in addition, Mr. Melcan's superior Boyd Denton, the superintendent, has shown obvious backing for Mr. Melcan in his disputes with some of his teachers.  Also under the decentralization of authority that Mr. Denton has installed, Mr. Melcan has authority to hire and then evaluate subordinate teachers that also is an important source of influence for him, adding to the scope of his legitimate authority.

2.  What are the potential effects of the change to centralization on Melcan?


The threat of a return to a highly centralized school system will of course greatly reduce the power of Melcan who now, like all principals in the system, has a great deal of autonomy and discretion.  Again this autonomy enables Melcan to use his own standards for hiring teachers, evaluating their performance and rewarding them.  This power is now threatened by this possible organizational change.

3.  How do you think the supporters of Starr will react to the change?  To Melcan?


The supporters of Starr among Melcan's teachers are likely to react very favorably to any such new reorganization of this type.  At the present time they are without power and this change promises to give them somewhat more power and influence than they have now.  From their perspective it represents a somewhat better situation to be in than their present situation even if the precise effects of such a change on them would be difficult to predict.  Of course these supporters may now be in a state of "learned helplessness" as described in the chapter because of their difficulties in obtaining any satisfaction or any achievements from their efforts to thwart the activities of Melcan through the filing of formal grievances and by other means.  If this is the case they may stay rather passive until they gain some success in influencing the style of management in the direction they desire.

CHAPTER 15

LEADERSHIP IN ORGANIZATIONS

OBJECTIVES 


The goal of this chapter is to make the student familiar with the current thinking about the role of leadership in work organizations and how it has been studied over the years.  In this chapter, we discuss the conventional theories of leadership and the research those theories have generated.  However, we do a few other things that we think should be emphasized.  First, we try to link the topic of leadership to the material presented in the previous chapter (power and politics) and also to stress the fact that leadership is only one of several factors that work to achieve organizational objectives.  More important, from a conceptual point of view, we think it important that students realize that the role and structure of leadership is different as a function of organizational level. 

KEY CONCEPTS 


The first important point in this chapter is to clarify the distinction between leadership and those ideas discussed in the previous chapter.  This may cause some problems in the discussion because, admittedly, it is a little fuzzy.  However, when we studied the leadership literature in organizational behavior, it appears that most of the theory and all of the research views leadership as influence directed toward specific organizationally desired goals.  You will recall that in the previous chapter, our conception of legitimate authority was very similar.  As you examine the leadership research, we are sure that you will find most studies focus upon the role of individuals in positions with some legitimate authority. 


A second set of important ideas revolves around the different perspectives, or approaches, to the study of leadership.  Trait theories, behavioral theories, contingency theories, and content theories form the basic structure of this discussion.  It is the contingency theories that traditionally have given the students the most problems.  You will have to discuss why the different theories have different moderator variables and how they are related to each other.  We have given you some help with this in the discussion questions for this chapter. 


One thing that certainly warrants discussion is the issue of whether or not leaders can change their behavior to fit the situation, as some of the theories suggest is necessary.  Fiedler takes the position that leader orientation is not easily modified.  But you must remember that leader orientation is a personality dimension, not a description of behavior.  Thus, while personality might remain constant, it is quite possible that a person may modify his or her behavior. 

TOPICAL OUTLINE

Trait approaches
455

Leader motive pattern
457

Behavioral approaches 
457

Distribution of decision influence
457

Task and social behaviors
459

Contingency theories of leadership
461
Fiedler's contingency model
461

Path-goal theory
467

A summary comment on trait, behavior and contingency approaches to leadership
471

Process theories of leadership
472

Transformational leadership theory
472

Vertical dyad linkage theory
475

Substitutes for Leadership
476

Summary
479

Guide for Managers: Choosing a leadership style
479

Key concepts
481

Study questions
482

Case: Cliff City Bank
483

References
484

KEY CONCEPTS 

Achievement-Oriented 

Leadership 

Autocratic Leadership 

Behavioral approaches to 

leadership 

Capacity 

Cognitive Resource 

Theory 

Consideration 

Contingency theories of 

Leadership 

Directive Leadership 

Employee-centered 

leadership 

Goal Emphasis 

High LPC Leader 

Initiating structure 

Interaction Facilitation 

Laissez-Faire Leadership 

Leader Motive Pattern 

Leader-Member Relations 

Leader Orientation 

Leadership 

Leadership Substitutes 


Low LPC Leader 

LPC scale 

Participative Leadership 

Path-goal theory 

Position Power 

Production-centered 

leadership

Process theories of 

leadership 

Situational Control 

Status

Supportive Leadership 

Task Structure 

Trait theories of leadership 

Transactional Leadership 

Transformational

Leadership Theory 

Vertical Dyad Linkage 

(VDL) Theory 

Vroom-Yetton model 

Work Facilitation




EXERCISES

A.  SUBSTITUTES FOR LEADERSHIP

Ask the students to think about ways that performance can be improved without resorting to managerial pressure or leadership influence.  They can take a few minutes to list these factors, which can then become the basis for a general discussion in the class.

B.  THE ROMANCE OF LEADERSHIP

Assign the students the task of bringing to class an article from the public press about any situation in which they believe that there was some result (positive or negative) that was, in their judgment, incorrectly attributed to a manager or political leader.  Have them prepare a short statement about why they believe this to be the case.  


During the class session, the class can be formed into groups of 4-6 students that would select one of the abstracts or articles for discussion.  After a discussion of 15 minutes, one of the groups should be designated to report to the class.  



As a class, you can lead a discussion about the different ideas that have emerged and whether or not the attribution of leadership effects is justified.


CHAPTER 15 ‑ STUDY QUESTIONS 

1.  Define leadership.  How is it different from the concept of political activity discussed in Chapter 14? 

A.
Both leadership and political activity are conceptually similar.  Both are based on influence.  Influence is a process through which a person attempts to extract compliance from another.  Power is a force that can be used to extract compliance.  We defined force that can be used to extract compliance.  We defined administration as the use of legitimate authority.  Political behavior is the use of power beyond legitimate authority, but it is defined as influence to act in the direction intended by the political actor.  This may or may not be in organizationally intended directions. 


Leadership, on the other hand, is influence directed toward organizationally desired goals.  The distinction between the two concepts is the purpose for which the influence is intended. 


Some may be regard this as a fine point, but it seems to us one consistent with the way leadership has been studied in the field.  Almost without exception, leadership research is directed at studying specific organization outcomes such as productivity, satisfaction, or stress levels. 

2.  What are trait theories of leadership?  Why are they deficient as good explanations of leadership? 

A.
Trait theories of personality were discussed in Chapter 4.  They are also applied to leadership research, especially in the early periods.  The idea is rather simple.  Someone who is able to lead others must possess some trait or set of traits which would differentiate them from others who did not exert this influence.  The research on traits has not produced a trait or set of traits acceptable to those who study these matters, though there are some  very good scholars (Stogdill and Dunnette, for example) who have reviewed studies and found that there might be constellations of traits associated with effective leaders. 


There are some other issues that we discuss in the text.  Traits may be situation specific, and the traits that were studied were too narrow in definition.  There is also another possibility that you might mention.  It is quite possible that those individuals visualized by researchers when they form a concept of leadership might possess some very strong or outstanding traits (Such as Hitler, Kennedy, Meir).  When it is necessary to go into the field to study leadership, most of the people studied are more "normal" and in managerial positions.  They are not charismatic leaders.  If charismatic leaders do possess these traits, it is not likely that they will be represented in the normal population. 

3.  How do behavioral approaches differ from trait theories of leadership? 

A.
Trait theories focus on personality characteristics, which are related to tendencies to behave.  Behavioral theories, on the other hand, seek to understand leadership in terms of what kinds of behavior, or activities, are demonstrated by leader.  The Ohio State Studies and the Michigan Studies were among the early theories that took a behavioral approach to leadership. 

4.  How do contingency theories of leadership differ from trait theories and behavioral theories? 

A.
Any contingency theory of leadership differs from trait or behavioral theory in that contingency theories have the basic premise that leadership effectiveness depends on the situation.  Further, there is an attempt to specify what it is about the situation that leadership depends.  Path-goal theory and Fiedler's theory of leadership are contingency theories, as is the Vroom-Yetton model of decision making. 

5.  What are the contingency factors in the path-goal theory?  In Fielder’s theory of leadership?  Compare and contrast Fiedler's theory with path- goal theory. 

A.
In path-goal theory, the contingency factors are (1) subordinate characteristics (authoritarianism, locus of control, and ability) and (2)  environmental factors (the task and the organization and the group).  The most effective leadership style is a function of whether or not there is uncertainty and if there is a function of whether or not there is uncertainty and if there are barriers to performance.  The leader must also attempt to increase the valence (or utility) of the task and its outcomes to the subordinate. 


In Fiedler's theory of leadership the contingency factors are (1)  leader ‑ member relations, (2) task structure, and (3) position power.  These are combined to form the concept of situational control.  Low situational control exists when there are poor member relations, low task structure, and the leader has little position power.  High situational control exists when these factors are in the opposite direction.  Leader effectiveness depends on the relationship between situational control and leader orientation (LPC). 


The primary difference between these two approaches is that House uses leader behavior (directive or supportive activity) as his indicatory of leadership.  Fiedler, however, uses leader orientation (LPC) which is more like a trait or a personality characteristic.  Of course, the contingency factors are different.  There are not many substantial differences in the predictions between the two theories when a comparative analysis of them is made. 

6.  What are process theories of leadership?  

A.
Trait approaches, behavioral approaches and contingency approaches focus mainly  on the leader, what the leader is or what the leader does. An example of behavioral theories is path-goal theory, which gives you some idea of how leaders should behave to clarify the way that a task should be performed (the path) and the objective of the task (the goal).  Many of these behavioral approaches are built around the concepts of leader task behaviors of leader social behaviors.  An example of trait theory, with a touch of the contingency approach, is Fiedler’s Theory.  The leader is characterized in terms of leader orientation (LPC) that is much like a personality orientation.  


Process theories explain the ways, or the process, by which a relationship develops between leaders and subordinates. For example, transformational leadership theory explains how leaders develop and enhance the commitment of followers. In this approach, transformational leaders are contrasted with transactional leaders.


The vertical dyad linkage (VDL) theory is based on the idea that leadership can be understood best in terms of role relationships between managers and subordinates, members of a vertical dyadic relationship, in an organization.  Managers must ensure that the superior-subordinate relationships are well defined since managerial success depends on subordinate performance. Therefore, managers and subordinates negotiate these role relationships through a range of formal and informal processes that occur primarily in the early stages of their relationship.

7.  What are the main characteristics of transformational leaders? How do they differ from Charismatic leaders.  

A.
Like the charismatic leader, the transformational leader has strong effects on the  followers' values, self-esteem, trust, and their confidence in the  leader and motivation to perform  above and beyond the call of  duty.  However, the transformational leadership is a much broader concept than charismatic leadership.  It includes the concept of charisma, but there are other behaviors that are part of transformational leadership.  Overall, the transformational is charismatic, inspirational, practices individual consideration, and is capable intellectually stimulating.   

8.  Do you believe there is much difference between a transformational and transactional leader?  Why?

A.
In transactional leadership the leader and subordinate are bargaining agents, negotiating  to maximize their own position [15]. The subordinate's motivation  to comply with the leader is self-interest, because the leader can  provide payoffs, perhaps both economic and psychological, that are  valued by the follower. The transactional view of leadership assumes rational, goal directed human beings will behave in ways that pay off over time, while those that do not pay off will not persist and the  norms of reciprocity govern the exchange relationship. 


The transformational leader doesn’t negotiate, but is able to affect the followers’ values, self-esteem, trust, and their confidence in the  leader and motivation to perform  above and beyond the call of  duty.  The transactional leader's influence is derived from  the exchange process, but it is different in an important way from  transformational leadership. Transactional leadership works within   the context of the followers' self-interests while transformational  leadership seeks to  change  that context .


This would lead one to think that there are important distinctions between the two types of leaders. However, if you think about it some, there are some similarities.  For example, in both cases there is a strong dependence relationship between the leader and the followers.  This, of course, is necessary if leaders are to have any effect at all. Second, in both instances, this dependence relationship does involve an exchange of one type or another. In the case of the transformational leader, the subordinate is exchanging commitment and “going beyond” the normal requirements for the psychological identification with the leader. In the transactional situation, the exchange is more calculating, or rational.  

9.  Can you apply the concepts from the substitutes for leadership to a situation in which you have had to work? 

A.
For this question, you will have to draw the students out about issues like the following:  To what extent is performance in the job affected by the policies, is the manager more influential in affecting results than the competence of the worker, is there a congenial work group that will be a substitute for the "considerate" behavior of the manager?  The important point here is that the students come away with the idea that performance can be affected by many factors and leadership is only one of them. 

10.  Analyze the leadership style of the President of the United States using at least two different theories of leadership. 

A.
You might ask the class to focus on path-goal theory.  According to what the President says (you agree or not depending on your political persuasion), he is trying to lead the country to a better economy by removing the barriers to growth.  how does this get articulated.


You might also direct the class toward some of the trait theories.  They may be able to describe him in terms of some of the traits, or cluster of traits which have been associated with leadership such as capacity, achievement, participation, responsibility and status. 


More than likely, you class will want to discuss the president in terms of charismatic leadership.  The answer to the next question will help you here. 

11.  How can you integrate some ideas about charismatic power (Chapter 15) with the concepts of leadership? 

A.
This is a tricky question.  Most of the research and theory about leadership is developed from the study of ordinary managers but the underlying concept that most of us think about when we think of leadership is charismatic influence.  Most of the theory discussed in this chapter is not very relevant to charismatic influence.  This kind of influence comes from the feelings of oneness that a person develops with another so that the compliance results from interpersonal feelings that emerge, rather than the capacity that the influence agents has to reward, punish, or provide expert information. 

12.  How would the substitutes for leadership vary by type of organization (see Chapter 2)?  By level of the organization?  For professionals compared to indifferents compared to organization-oriented personality types (see Chapter 4)? 

A.
There are many ways this question can go.  The easiest way to begin is by contrasting the mechanistic and organic types.  There will be more rules and policies in the mechanistic type of organization.  In the organic organization, there is more likely to be a larger number of professionals who will be guided by professional values. 


In looking at differences by organizational levels, we would expect to find more controls at lower levels, which substitutes for initiating structure and it is likely that the tasks would be more simple, requiring less ability.  Thus workers will know how to get the job done and will not need much direction. 


There are some ways that the substitutes can vary by type of organization orientation. For example, we have already suggested that the professional will be guided by professional norms.  He or she will most likely have relatively high levels of ability to perform the task. 


The key point you want to draw from this question is that these substitutes do not exist in similar degrees across different types of organizations, at different levels, and for different people. 

13.  What is the important difference between VDL theory and other approaches?  Relate this approach to topics considered elsewhere in the text; for example, the Good Enough Theory of Promotion or attribution theory. 

A.
This approach is based on the assumption that leadership is best understood in terms of role relationships between managers and subordinates.  Managers and subordinates negotiate role relationships through a variety of formal and informal processes that occur, primarily, in the early period of role development.  Leader-member relationships are classified into "in-groups" and "out-group" categories, depending on the level of agreement between the leader and the subordinate.  This approach differs in a significant way from most other theories of leadership in which the focus is, primarily, on the behavior of the leader, usually as described by the subordinate.  Thus, in VDL theory, there is a greater consideration of both the leader and the subordinate in the relationship.


VDL theory has implications for the Good Enough Theory of Promotion and Attribution Theory because it suggests that attributions of competence or effectiveness may be affected by whether or not the subordinate is a "in-group" or "out-group" manager.  Managers who are "in" are more likely to receive positive evaluations than managers who are "out."  Further, the "in" mangers are more likely to be promoted because they will be seen as having values and beliefs consistent with organization norms.  

CASE DISCUSSION:  CLIFF CITY BANK

1. Analyze the leadership style of Boyd.

From the information in the case, it appears that Boyd is low in initiating structure.  He does not do much to give direction and guidance to his subordinates.  What he does is to hire competent people, and they are generally able to get the job done.  But he gives them little direction.  This leaves him in a somewhat influential position because he will be able to retain control since he is the one who knows most about what is going on.

2. What is the basis of his power in the organization?

There can be no doubt about the legitimate authority of the president of any company. In this case, however, Boyd also has selected loyal subordinates and he withholds information from them.  In order to do their jobs well, they probably have to come to him for information and assistance.  Since he controls the information, this solidifies his power.

3. What kind of replacement would you recommend if you were a consultant?

First, the technical competence of the replacement must be adequate to perform the job well.  Beyond that, it may be a good idea to recommend someone who is more willing to delegate authority and share information.  In this way you will be more likely to develop managerial talent in the bank.  This should improve the level of overall performance and make it more likely that there will be replacement for the president within the organization the next time there is a need.

4. What changes would you recommend to the Cliff City Bank?  What would have to be done to make them work?

It would be a good idea to develop more clear statements of authority and responsibility.  The president might let managers know if he is going around them to their subordinates.  While loyalty and commitment are important, it is more critical that individuals be selected who have the necessary competence and skill.

CHAPTER 16

ORGANIZATION CHANGE

OBJECTIVES


This chapter attempts to make students realize that organizations are more or less in a continuous process of change.  It attempts to make them aware of the sources of this change: environmental changes, organizational growth, ineffectiveness, changes in ownership, and other factors.  The chapter also aims at providing the student with a basic understanding of change through an introduction to Lewin’s model of adaptation.   Our objective is to facilitate a greater understanding of the factors associated with successful change no matter at what level the change is directed- the individual, the organizational unit, or the entire organization itself.  We also incorporate a stage process such that each stage is a prerequisite for success of the change effort and success in all change stages is important.  Hopefully the student will realize after reading this chapter that change at any level is actually quite difficult to achieve and that is why a great deal of planning is required in order to achieve a successful change.


An objective added to this edition is to improve the student’s understanding of the psychological responses individuals may have in coping with change.  They should also understand different leader responses to helping individuals cope with change.


The major change methods used by organizations currently and in recent years are explored.  Students should be made aware of the unique focus of each of these methods and some of the difficulties in making these change methods work.  They will realize that each type of change presents its own unique types of problems and therefore requires tailored change methods.  Hopefully the students will understand that much of the efforts to change individuals, units, and organizations are either unsuccessful or only partly successful.  By more fully appreciating the dynamics of organizational change and the interrelationships among various change processes, students will carry away with them into the world of work the understanding necessary to achieve higher levels of effectiveness in organizational change.

KEY POINTS


This chapter focuses on the pressures to change and how these create a desire to change.  Next the chapter explores the three key stages of successful change.  These are motivation to change, use of an effective change method, and the reinforcement of the change.  It provides the students with a change model incorporating these change stages.  This model then can be used to discuss and evaluate the more common change techniques used by organizations and managers.  


The introduction of Isabella’s stages model helps the student understand how individual’s cope with the complexity of the change process.  Students should understand the events that trigger individual reactions and the methods managers can use to help them cope with anxiety created by change. 


The more common change techniques discussed are training, counseling, team building, and organization development.  In general this chapter has a very applied or practical orientation to the subject of change, which is very much in keeping with the rest of the book.
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EXERCISES

A. IDENTIFYING BARRIERS TO CHANGE

Make copies of the following three sets of instructions to students on three separate sheets, then distribute them in a random way among the class.  When the students finish (give them eight minutes) ask them to count the number of barriers to change for a curriculum that exist on their campus that they have written down.  Do this for each of the three experimental conditions and put the results on the board.  Discuss how in any assignment, specific and difficult goals usually result in higher performance, compared to when individuals are given easy or vague goals.  Discuss how specific and difficult goals are important in change programs.  Next discuss the barriers themselves that the students listed and get a frequency count for each barrier.  Next discuss how such barriers might be overcome.

GROUP 1
This year on your campus the president has decided that the entire academic curriculum should be changed to reflect the new global realities and educational technological possibilities that exist today.  On this piece of paper list twelve barriers that are likely to exist on your campus to making such a change.

GROUP 2
This year on your campus the president has decided that the entire academic curriculum should be changed to reflect the new global realities and educational technological possibilities that exist today.  On this piece of paper list six barriers that are likely to exist on your campus to making such a change.

GROUP 3
This year on your campus the president has decided that the entire curriculum should be changed to reflect the new global realities and educational technological possibilities that exist today.  On this piece of paper list barriers that are likely to exist on your campus to making such a change.  Do your best.

CHAPTER 16 STUDY QUESTIONS 

1.  What recent changes in the environment of the university have affected its operations?  What responses are required from the modern university to react to these changes?  Are all universities the same in terms of having to respond to such pressures?  What types of universities would be different? 

A.
Because of a decrease in the birthrate after 1964, total undergraduate enrollment in universities has decreased in recent years.  This has created problems for universities that now have excess capacity in the form of buildings, professors, and dormitories and has increased their costs.  There are other environmental changes as well.  Research and scientific discoveries in several academic fields have greatly increased in volume, making it more difficult to keep up to present levels of knowledge in these fields.  Also new research technologies require the use of expensive equipment.  These changes have a bigger impact on some universities than on others.  Universities already with much longer lists of applicants than openings are not experiencing a decline in student enrollment since they have the power to control the size of their student enrollments.  Some universities are obviously more affected by changes in the amount and type of scientific discovery than the teaching universities.  Many universities are now attempting to obtain greater funding from research from private business enterprises.  They are also attempting with some success to obtain needed research equipment (computers, laboratory equipment, etc.) from manufacturers of this equipment on a donation basis. 

2.  We have indicated that an organization must change in response to its members just as members must change to adapt to the organization.  What does this mean?  Give some examples of how organizations must adapt to their members. 

A.
As characteristics of the labor force change, the organization must be sensitive to the needs of the new group of employees, which may be different than those of former employees, if it is to effectively recruit and motivate into the labor force many with young children.  This has created a need to create day-care  facilities, to offer flexible work hours, and other ways to accommodate the special needs of this group.  Also, newer workers as compared to older workers may have higher needs for autonomy and achievement.  This has implications for the design of jobs for such workers. 

3.  Everyone has been subject to training, both informal and formal,  throughout life.  List the types of training you have been subject to.  Then indicate which of these types of training have been most effective in changing you.  Why have these types of training been most effective? 

A.
Certainly training received from parents, relatives, friends, and significant others in the student's past life are likely to be mentioned.  Some may list films, television, magazines, books, and newspapers as other forms of training.  The actual experiences of students in a variety of situations may also be mentioned and may be considered to have been the most significant type of training in obtaining actual change, since this type of training gives the individual some sense of what it is possible for him or her to do and what he or she might be capable of achieving. 

4.  Think of a time in the past when your efficacy for performing a particular task or activity was quite low as you perceived it at the time.  Did this self-perceived efficacy change?  In what direction?  What happened to make it change? 

A.
Students are likely to mention such things as first learning to ride a bicycle, hit a baseball or softball, or something similar as a time when their initial efficacy was quite low since they had not successfully accomplished these achievements.  They might also mention their initial experiences in certain courses especially those in mathematics, statistics, or accounting.  They are likely to mention how knowing that individuals similar to themselves were able to master these activities or this subject matter may have influenced their self‑perceived efficacy in a positive way as well as some early initial successes. 

5.  For training to be effective, it should be reinforced.  How is the training received in many college courses reinforced?  What could colleges and universities do to reinforce more effectively any training they might carry out? 

A.
Certainly grades provide some reinforcement of study habits and in the gaining of knowledge or skills in college courses.  In addition the ability to understand the material, perform well on the case assignments, classroom exercises, or homework problems can also be reinforcing.  Students probably receive some reinforcement also from their ability to discuss successfully what they have learned in the classroom with their friends, parents, and others they have contact with in various social situations.  Colleges and universities might try to improve the amount of reinforcement that takes place by increasing these opportunities to receive reinforcement for skills and knowledge learned in the classroom.  They might also attempt to require students to apply what they learn to their present life situations if that is possible.  Building in simulations of real-life situations in the classroom may also serve to improve the amount of reinforcement that students receive for classroom learning. 

6.  Change efforts directed at individuals, groups, or organizations may be effective in the short run but may not be in the long run.  List some examples of change programs at the level of the individual, group, or organization that might be effective in the short run but not effective in the long run.  List some examples of change programs that could be effective in the long run but not in the short run. 

A.
Students are likely to point to what is learned in specific courses as perhaps achieving short-run change only as opportunities to apply or to utilize what is learned are not forthcoming.  Many other change attempts directed at the individual such as various attempts at persuasion may be effective temporarily until the person is exposed to counter-arguments or additional information.  Individuals may also be initially sold on methods for achieving desired change in themselves but later may find they do not work as well as hoped and may then discard these approaches.  Examples of change programs that may be effective in the long run but not in the short run are those that may take a long time to be effective or take a long time to be really accepted.  Many organizational or profit improvement programs that organizations implement often a long period of time before showing positive results.  The new program may take a long time to be learned or to become institutionalized.  Many societal change programs to change attitudes in the society or to improve certain societal problems may take a long time to produce results. 

7.  List two pieces of legislation passed by the U.S. Congress that involved attempts to make changes in the functioning of our society.  Indicate if you think these were fairly successful or fairly unsuccessful.  What were some of the factors that affected the success of these programs? 

A.
Students might name the laws regulating labor management relations that were designed to cut back on violence and excessive conflict in such relationships and have been reasonably successful in doing so.  Legislation relating to the "War on Poverty" has probably been less successful in eliminating poverty as it has not eliminated root causes.  Certainly diagnosis of correct causes is critical to success. 

8.  What societal problems that presently exist should be the subject of a change program?  What type of program might work to correct this problem, given what we know about successful change? 

A.
The homeless problem is certainly receiving a great deal of attention in the press today.  Perhaps with this type of problem we might not expect a complete solution but an improvement over the present situation.  Certainly key groups involved in the solution such as federal, state, and local governments as well as private foundations and private volunteer organizations might have to be brought together to come up with improvements.  Successful demonstration projects might improve confidence in the ability to make progress in this area.  Reinforcements of efforts and success will help as well.  Such reinforcements might be provided by both the public and private sectors.  The important thing is that the change model is just as appropriate for societal problems as it is for smaller units of analysis. 

CASE DISCUSSION: A CASE OF RESISTANCE

1. What went wrong that accounts for the negative reaction by the managers?

Thompson encountered resistance to change when manager’s disagreed with the evaluations of their overall strengths and weaknesses. They clearly viewed the evaluation as a threat and disagreed with the assessment system used.  This resulted in their resisting further efforts.  The stage in a change process that failed here was “motivation to change.”  The managers disagreed with the assessment of their skills and as a result, saw no reason to work to improve the skills identified.  Using Fig. 16.2 to analyze the motivations to change, managers didn’t perceive and value the change because they disagreed with the initial assessment and weren’t motivated.

2. What are some strengths of the approach used by Thompson and the consultant?

There are several positive aspects of the approach

  1. The use of a consultant as an objective outside observer

  2. Many of the initial steps outlined in Table 16.1 were followed as Top Management were 

  involved in the process

  3. The process included establishing a base rate of behavior (performance) that could help the 

  organization measure change (improvement). (See Organizational Behavior Modification in 

  Chapter 6) 

  4. The program focused on the improvement of specific skills

3. How would you improve on the objectives and methods to deal with this situation?

The affected manager’s were only consulted after the consultant had made their recommendation.  While the managers thought the program “made a lot of sense”, it doesn’t appear that they participated in the development of the program. If they had of participated, they could have at least provided input on the method that would be used to evaluate their strengths and weaknesses.  Their involvement in developing that evaluation method could have led to their improved confidence and trust of the evaluation and subsequent motivation to change.

A second issue is the establishment of objectives for the change.  While the consultant and top managers believed the abilities were key aspects of performance, there was little involvement by managers at any level to determine this.  A critical early step in determining what needs to be changed is to make sure you are focusing on relevant behaviors that are linked to organizational performance.

There are other potential barriers to change that were not considered.  The case doesn’t discuss the relationship between system used to evaluate managerial abilities and the current performance appraisal system used in the organization.  Did the two systems evaluate different behaviors?  Did managers feel threatened by their supervisors seeing a different evaluation of their abilities?  Were managers afraid that this evaluation of their abilities might ultimately influence their performance ratings?
Chapter 1

Introduction

______________________________________________________________________________

1.  Good old common sense is an excellent starting place for effectively managing employees.

*FALSE*

Reference: p. 2

______________________________________________________________________________

2.  The common sense proverbs and sayings about human behavior are often very contradictory.

*TRUE*

Reference: p. 2

______________________________________________________________________________

3.  Independent variable are those things that a manager or researcher can manipulate in attempting to affect results.

*TRUE*

Reference: p 4

______________________________________________________________________________

4.  The outcomes or results that resea4rchers and managers try to improve are referred to as independent variables.

*FALSE*

Reference: p. 4

______________________________________________________________________________

5.  Hypotheses are statements of proven relationships between concepts or actual events.

*FALSE*

Reference: p. 4

______________________________________________________________________________

6.  To test the value of a theory, one can assess whether the theory's hypotheses are confirmed or disconfirmed.

*TRUE*

Reference: p. 4

______________________________________________________________________________

7.  Both managers and researchers should be interested in what happens to dependent variables when independent variables are manipulated.

*TRUE*

Reference: p. 4

______________________________________________________________________________

______________________________________________________________________________

8.  The advantage that research has over personal experience in testing theories is that research results tend to be more universally applicable.

*FALSE*

Reference: p. 4

______________________________________________________________________________

9.  Due to systematic research in the United States, management practices around the globe have become quite similar.

*FALSE*

Reference: p. 5

______________________________________________________________________________

10.  Because managers are better educated than their employees, "scientific management" arose to study factors at the highest organization levels.

*FALSE*

Reference: p. 7

______________________________________________________________________________

11.  Frederick Taylor tested the scientific management approach, but found it to be impractical and of little direct use to managers.

*FALSE*

Reference: p. 7

______________________________________________________________________________

12.  The term "therblig" refers to a human motion that can be studied and designed to improve work efficiency.

*TRUE*

Reference: p. 6

______________________________________________________________________________

13.  The main perspective in the 1920's that focused on administering tasks to factory and clerical workers was known as "administrative theory".

*FALSE*

Reference: p. 7

______________________________________________________________________________

14.  Principles of management, derived from early "administrative theory" was the first major attempt to make mangers act in more principled and ethical ways.

*FALSE*

Reference: p. 7

______________________________________________________________________________

______________________________________________________________________________

15.  Principles of management developed from administrative theory, can be useful guides to action.

*TRUE*

Reference: p. 7

______________________________________________________________________________

16.  Early industrial psychology and the scientific management approach both focused on ways to improve the efficiency of human performance.

*TRUE*

Reference: p. 8

______________________________________________________________________________

17.  Industrial psychologists made major contributions to the selection and placement of service personnel for the military establishment.

*TRUE*

Reference: p. 8

______________________________________________________________________________

18.  The "Hawthorne Effect" refers to a situation where people behave a certain way because they are the objects of attention.

*TRUE*

Reference: p. 9

______________________________________________________________________________

19.  The Hawthorne experimenters were surprised when improved illumination failed to improve employee performance.

*FALSE*

Reference: p. 9

______________________________________________________________________________

20.  Max Weber, an early organization theory researcher demonstrated how bureaucracies act to diminish employee motivation and client satisfaction.

*FALSE*

Reference: p. 9

______________________________________________________________________________

21.  Prior to the development of "contingency theory" most organization theories tended to advocate a "one best way" to manage.

*TRUE*

Reference: p. 10

______________________________________________________________________________

______________________________________________________________________________

22.  Contingency theory would help a manager to structure her organization to meet a particular kind of environmental condition.

*TRUE*

Reference: p. 10

______________________________________________________________________________

23.  Contingency theory would argue that the stability of an organization's environment should not effect factors such as centralization and standards.

*FALSE*

Reference: p. 10

______________________________________________________________________________

24.  A manager who makes "Theory X" assumptions would treat people as if they were lazy and supervise them closely.

*TRUE*

Reference: p. 11

______________________________________________________________________________

25.  Theory X, as compared to Theory Y, reflects a higher level of trust in employees.

*FALSE*

Reference: p. 11

______________________________________________________________________________

26.  McGregor argued that either Theory X or Theory Y may be successfully applied depending upon the stability of the organization's environment.

*FALSE*

Reference: p. 11

______________________________________________________________________________

27.  Mary Parker Follett's argument for participative decision making and teamwork were ignored because she wrote originally in French.

*FALSE*

Reference: p. 11

______________________________________________________________________________

28.  Mary Parker Follett's experience as a social worker led her to argue intelligently for the need for a strong hierarchy of authority in organization.

*FALSE*

Reference: p. 11

______________________________________________________________________________

______________________________________________________________________________

29.  Argyris suggested that treating employees as immature causes frustration and possible retaliation against management.

*TRUE*

Reference: p. 12

______________________________________________________________________________

30.  Likert's book "New Patterns of Management" urged managers to foster employee feelings of worth and importance.

*TRUE*

Reference: p. 12

______________________________________________________________________________

31.  A major change in the 1970's involved the entry, in increasing numbers, of women and minorities into the work force.

*TRUE*

Reference: p. 13

______________________________________________________________________________

32.  Lack of foreign competition was one cause of failure of some industries to remain efficient following World War II.

*TRUE*

Reference: p. 13

______________________________________________________________________________

33.  A major change in recent decodes has been the dramatic decline in the power of labor unions.

*TRUE*

Reference: p. 13

______________________________________________________________________________

34.  Recent growth in the manufacturing sector suggest that there will be many more employment opportunities in large industrial companies.

*FALSE*

Reference: p. 13

______________________________________________________________________________

35.  The growth in the service sector indicates that part-time employment and jobs in smaller organizations will increase.

*TRUE*

Reference: p. 13

______________________________________________________________________________

______________________________________________________________________________

36.  The growth of the service sector as an employer will help reduce people's dependence on government health-care programs.

*FALSE*

Reference: p. 13

______________________________________________________________________________

37.  Despite many improvements, it will be years before the U.S. catches up to Japan and Germany in productivity and efficiency.

*FALSE*

Reference: p. 14

______________________________________________________________________________

38.  In the next few years, workers under 35 years of age with increase sharply as a percent of the work force.

*FALSE*

Reference: p. 14

______________________________________________________________________________

39.  As the number of smaller organizations increases, opportunities to get promoted will decline.

*TRUE*

Reference: p. 14

______________________________________________________________________________

40.  Research results clearly and consistently show that older workers are not as effective performers as are younger workers.

*FALSE*

Reference: p. 15

______________________________________________________________________________

41.  Despite ethnic and gender changes among U.S. employees, white males will continue to grow as a percentage of the work force.

*FALSE*

Reference: p. 15

______________________________________________________________________________

42.  Because many modern employees value their lifestyle more than they value their job, mangers may benefit from using a more democratic or participative style.

*TRUE*

Reference: p. 15

______________________________________________________________________________

______________________________________________________________________________

43.  Many companies today are attempting to tap employee potential by empowering them with more responsibility and authority.

*TRUE*

Reference: p. 15

______________________________________________________________________________

44.  Because computers do so many difficult and complex tasks quickly and accurately, jobs now and in the future call for lower-skilled employees.

*FALSE*

Reference: p. 16

______________________________________________________________________________

45.  Most organization's that engage in downsizing tend not to eliminate management jobs.

*FALSE*

Reference: p. 17

______________________________________________________________________________

46.  Usually, the highest standard for what is the right thing to do is that which is legal.

*FALSE*

Reference: p. 20

______________________________________________________________________________

47.  A major advantage of becoming a manager is having the power to control the pace and sequence of one's activities.

*FALSE*

Reference: p. 22

______________________________________________________________________________

48.  Middle level managers are more involved in direct supervisory activities than are higher level managers.

*TRUE*

Reference: p. 23

______________________________________________________________________________

49.  Factors that can be manipulated in order to understand relationships between factors are called


A.  dependent variables


*B.  independent variables


C.  research variables


D.  enigmatic variables

Reference: p. 4

______________________________________________________________________________

______________________________________________________________________________

50.  A(n) __________ is a way of defining a system into variables and their relationships.


A.  hypothesis


B.  concept


*C.  theory


D.  objective

Reference: p. 4

______________________________________________________________________________

51. __________ are conditional predictions about the relationships between concepts or variables.


A.  Theories

*B.  Hypotheses


C.  Conceptual relationships


D.  Axioms

Reference: p. 4

______________________________________________________________________________

52.  Both managers and researchers are interested in


A.  using valid theories to guide actions


B.  testing hypotheses about what works and what doesn't work


C.  improving employee and organizational effectiveness

D.  manipulating independent variables 

*E.  all of the above

Reference: p. 4

______________________________________________________________________________

53.  The scientific management approach


A.  aimed at adding scientists to organizations in order to reduce managerial guess work


B.  focused on research and development management 


C.  assisted technicians in their attempt to communicate with managers

*D.  dealt primarily with efficiency issues at the lower levels of jobs

Reference: p. 7

______________________________________________________________________________

54.  Scientific management, as practiced by Frederick Taylor, emphasized 


A.  the role of middle management in product development


B.  the use of benefits to motivate workers 


C.  how workers could overcome the effects of bad equipment

*D.  the use of standard motions and times in doing a job

Reference: p. 7

______________________________________________________________________________

______________________________________________________________________________

55.  Mr. Smith writes of the gains in productivity that resulted from dividing up the tasks that labor performs in the manufacturing of pins.  Mr. Smith's pin factory observations support.

*A.  scientific management theory


B.  administrative theory


C.  contingency theory


D.  microeconomic theory

Reference: p. 7

______________________________________________________________________________

56.  One method to improve employee efficiency at work is to study and apply the use of "therbligs" which are


A.  equipment redesign principles


B.  multipurpose tools

*C.  standard human motions in performing a task


D.  computer simulations 

Reference: p. 6

______________________________________________________________________________

57.  Frank and Lillian Gilbreth demonstrated, for example, how to more than double a brick-layers productivity.  They did so by 

*A.  revising a workers motions and timing


B.  doubling the number of bricks


C.  replacing outdated and worn trowels


D.  paying extra for improved productivity


E.  none of the above

Reference: p. 6, 7

______________________________________________________________________________

58.  Which of the following is LEAST characteristic of administrative theory?


A.  understanding the basic functions of management 

*B.  empirical research studies


C.  development of principles of management


D.  an approach to facilitate improved performance

Reference: p. 7

______________________________________________________________________________

59.  According to administrative theory, the three major functions of managers are


A.  purchasing , manufacturing, and marketing


B.  productivity, efficiency and effectiveness

*C.  planning, organizing and controlling


D.  objectives setting, appraising, and rewarding

Reference: p. 7

______________________________________________________________________________

______________________________________________________________________________

60.  Principles of management, according to administrative theory,


A.  are ethical principles to guide behavior

*B.  are guidelines for how to handle a variety of managerial tasks


C.  are school administrators that direct training programs


D.  members of boards of directors who have a financial investment in their firm.

Reference: p. 7

______________________________________________________________________________

61.  Industrial Psychology, beginning with the work of Munsterberg, showed interest in


A.  bureaucratic rules and procedures

*B.  employee selection, training, and motivation


C.  diminishing the importance of efficiency


D.  the use of management principles

Reference: p. 8

______________________________________________________________________________

62.  Some of the most important contributions of early industrial psychologists


A.  involved improving hospital surgical teamwork


B.  went virtually unnoticed until the 1960's 

*C.  improved the selection, placement and training of military personnel


D.  training fighter pilots in World War I.

Reference: p. 8

______________________________________________________________________________

63.  The Hawthorne experimenters started out studying 

*A.  the effects of different levels of illumination on workers


B.  the responses of subjects who know that they are being observed


C.  reactions of employees to piece rate incentive systems


D.  the relationship between rest periods and productivity

Reference: p. 8, 9

______________________________________________________________________________

64.  The major conclusion drawn from the Hawthorne studies at Western Electric Company is


A.  work breaks are not necessary to improve performance 


B.  physical factors such as illumination level are critical to productivity

*C.  social factors can markedly affect performance


D.  economic incentives far outweigh other factors in increasing performance

Reference: p. 9

______________________________________________________________________________

______________________________________________________________________________

65.  The "Hawthorne Effect" refers to 

*A.  the effect on behavior from being selected and observed by others


B.  changes people go through after hearing Ambrose Hawthorne, a motivational speaker


C.  decreases in productivity when managers observe workers on the job


D.  examples of how home life effects job behavior, as discussed in studies done in


Hawthorne, Scotland.

Reference: p. 9

______________________________________________________________________________

66.  Which of the following is NOT a characteristic of Max Weber's approach to organization theory?


A.  the use of rules and procedures to govern activities


B.  the importance of rational thinking in the achievement of objectives


C.  the argument that organizations naturally evolve toward bureaucracy

*D.  the study of organizations independent of their function and role in society.

Reference: p. 9

______________________________________________________________________________

67. __________ described the characteristics of bureaucracy, viewing it as the most efficient form of a large, complex organization.


A.  Fayol

*B.  Weber


C.  Drucker


D.  McGregor

Reference: p. 9

______________________________________________________________________________

68.  A defining characteristic of "organization theory" is 


A.  its emphasis on interconnection between large companies

*B.  its focus on how to set up an organization to achieve its objective in a rational way


C.  how the theory succeeded in Europe but failed in North America 


D.  its emphasis is on the organization of the small group and how this affected the


individual employee

Reference: p. 9

______________________________________________________________________________

69.  Examination of events such as the "informal organization", or studying a firm's characteristics as a social system are examples of 


A.  psychometric theory


B.  contingency theory


C.  fraternalism

*D.  organization theory

Reference: p. 10

______________________________________________________________________________

______________________________________________________________________________

70.  When a manager delegates more authority to the Research and Development Division of the company because competitive technology is changing rapidly, he/she is 


A.  delegating to the wrong division


B.  acting according to the Hawthorne Effect

*C.  applying contingency theory


D.  empowering the "informal" organization

Reference: p. 10

______________________________________________________________________________

71.  Burns and Stalker found that the traditional bureaucracy is a more successful form of organization structure for


A.  high technology

*B.  predictable and stable


C.  unstable


D.  competitive

Reference: p. 10

______________________________________________________________________________

72.  Which of the following assumes that people are basically trustworthy, self-motivated, and self-controlled.

*A.  Theory X


B.  Theory Y


C.  Bureaucracy theory


D.  Contingency theory

Reference: p. 11

______________________________________________________________________________

73.  Who proposed that many managers have a "Theory X" orientation, or think that their subordinates are lazy and need to be given considerable direction.

*A.  McGregor


B.  Likert


C.  Carnegie


D.  Drucker

Reference: p. 11

______________________________________________________________________________

74.  Mary Parker Follett was ahead of her time by advocating, in the 1920's, that 


A.  social welfare programs are needed to prepare citizens to enter the labor force

*B.  collaborative approaches are better than the use of authority to solve problems


C.  industry should provide employees with an inexpensive nutritional meal


D.  child labor laws were needed to control abuses

Reference: p. 11

______________________________________________________________________________

______________________________________________________________________________

75.  Organizational behavior theorists, such as Argyris, argues that 


A.  increased control mechanisms in organizations are needed to help workers learn what


to do and not do


B.  rules are almost never self-defeating unless managers fail to enforce them

*C.  control mechanisms in organizations can have side-affects that work against


organizational effectiveness


D.  if you hire the rights kind of employee, controls are unnecessary.

Reference: p. 12

______________________________________________________________________________

76.  Argyris maintains that the bureaucratic form of organization treats lower organizational members like


A.  partners


B.  contributing members

*C.  children


D.  responsible adults

Reference: p. 12

______________________________________________________________________________

77.  In "New Patterns of Management", Likert argued that managers will be most effective if they use a __________ approach


A.  controlling


B.  scientific

*C.  supportive


D.  planning

Reference: p. 12

______________________________________________________________________________

78.  In the years following World War II, the U.S. manufacturing sector


A.  benefited economically from improvements mode to meet the war effort's needs


B.  responded promptly to foreign competition in most all industrial sectors


C.  grew steadily thanks to effective transitions toward consumer products

*D.  declined sharply due to non-competitive efficiency

Reference: p. 13

______________________________________________________________________________

79.  In recent years, the balance of power between unions and managers


A.  has shifted sharply in favor of unions


B.  has shifted toward unions but only in cases where strikes were used

*C.  has shifted toward management


D.  has not changed much since management has become less aggressive in dealing with 



unions

Reference: p. 13

______________________________________________________________________________

______________________________________________________________________________

80.  Which of the following is an effect of growth in the service sector of our economy?

*A.  increased employment in small businesses


B.  an increase in the manufacturing contribution to GNP


C.  increased wages and fringe benefit costs to employers


D.  part-time employment will be unaffected

Reference: p. 13

______________________________________________________________________________

81.  The increase in the number of part-time workers in the U.S. can partly be attributed to 

*A.  the growth in employment in the service sector


B.  the availability of full benefits for part-time employment


C.  the desire on the part of workers to hold 2 or 3 different jobs


D.  demands by unions for two-tiered wage systems

Reference: p. 13

______________________________________________________________________________

82.  Which of the following is likely to be a true of the U.S. work force by about 2005?


A.  women will out-number men by 2:1

*B.  younger workers (those under 35) will decrease as a percentage of the work force


C.  baby-boomers will account for only 20% of the work force

D.  one third of the government labor force will have to adjust prioritization

Reference: p. 14

______________________________________________________________________________

83.  One effect of changes in the age distribution of workers in the work force is that


A.  less training on-the-job will be needed

*B.  fewer promotion opportunities will prevail


C.  old-age stereotyping will become a thing of the past


D.  health benefit costs will dramatically decrease

Reference: p. 14

______________________________________________________________________________

84.  Regarding the relative productivity of older workers, research results


A.  demonstrate that older workers are among the higher productive age groups


B.  show that job performance declines rather steadily with age


C.  older workers are rated as average despite somewhat below average performance

*D.  are mixed and inconclusive

Reference: p. 15

______________________________________________________________________________

_____________________________________________________________

85.  The internal "cultures" of many organizations are changing because of 


A.  influxes of illiterate workers

*B.  stronger gender and ethnic effects


C.  child-care benefits


D.  silent-majority values

Reference: p. 15

______________________________________________________________________________

86.  As employee's exhibit more interest in their total lifestyle than in their jobs


A.  they will want to receive cash payments as replacements for benefits


B.  managers will have to have more methods of control to insure acceptable performance


C.  employees will require less training

*D.  Managerial leadership must become more participative and democratic

Reference: p. 15

______________________________________________________________________________

87.  The use of the terms "associate" and "stakeholder" to describe an employee is a sign of 


A.  increased pay levels


B.  changing sex composition in the work force


C.  an aging work force 

*D.  a trend toward egalitarian organizations

Reference: p. 15

______________________________________________________________________________

88.  One of the major technological changes in the work place effecting many management practices is 


A.  the dramatic surge in the use of robots 

*B.  the widespread applications of the computer


C.  the physical environment of the work area


D.  the reduction in the need for employees to interact with each other to get the job done

Reference: p. 16

______________________________________________________________________________

89.  Computers and other technological developments have

*A.  added to the number of jobs at higher skill levels 


B.  added to the number of low-skill jobs


C.  not affected the skill requirement of jobs 


D.  squeezed pay levels to pay for these developments

Reference: p. 16

______________________________________________________________________________

______________________________________________________________________________

90.  Increased us of delegation at work has


A.  
reduced the need for workers to be informed about the work of others in the


organization


B.  
occurred in Asian but not in Western nations


C.  increased the need for middle managers

*D.  increased the need for integrity and trust on the part of managers

Reference: p. 16

______________________________________________________________________________

91.  Leaner organizations usually result in


A.  fewer managers and other workers


B.  fewer levels in the organization structure 

C.  positive reactions from equity-holders

*D.  all of the above

Reference: p. 17

______________________________________________________________________________

92.  Leaner organization structures


A.  require an improved managerial ethnic mix


B.  reduce the need for employee coordination

*C.  demand higher skill on the part of managers


D.  are fostering increased government controls and reporting requirements

Reference: p. 17

______________________________________________________________________________

93.  The three major performance dimensions used in evaluating organizational effectiveness are


A.  resources, activities, and results


B.  efficiency, quality, and customer satisfactions


C.  performance, satisfaction, and ethics

*D.  task, contextual, and ethical decisions

Reference: p. 18

______________________________________________________________________________

94.  At the Goforit Company, employees often go beyond their job requirements to help make the company successful.  This is an example of 

*A.  contextual performance


B.  ethical behavior


C.  buddying


D.  therblitzing

Reference: p. 18

______________________________________________________________________________

______________________________________________________________________________

95.  A manager's pressure to get result while paying less attention to costs can


A.  keep employees focused on the right things to do 


B.  foster open communications and honesty

*C.  contribute to ethical collapse


D.  almost never produces results

Reference: p. 20

______________________________________________________________________________

96.  The major difficulty in maintaining ethical behavior in an organization is that 


A.  wrongs and rights cannot be defined and discussed on a daily basis 

*B.  pressures exist in a number of instances to not do the truly ethical thing


C.  customers do not really care about, nor would they pay the extra costs of ethical 


behavior


D.  there are no easy answers for ethical questions

Reference: p. 19

______________________________________________________________________________

97.  Which of the following is FALSE about a manager's job?


A.  managers make resource allocation decisions


B.  only 10% of a manager's tasks take more than an hour to do

*C.  managers exercise a great deal of control over their activities


D.  managers seem to be more interested in current, specific issues rather than in broader,



general problems

Reference: p. 22

______________________________________________________________________________

98.  Higher level managers are more likely than lower level managers to

*A.  act as a representative or spokesperson for their organization


B.  allocate resources to meet task demands


C.  be good at ping-pong


D.  make decisions

Reference: p. 23

______________________________________________________________________________

Chapter 2

Personality and Individual Differences

______________________________________________________________________________

1.  Behavior is a function of the person and his/her environment.

*TRUE*

Reference: p. 32

______________________________________________________________________________

2.  The various consequences of behavior have little effect on whether that behavior will occur again.

*FALSE*

Reference: p. 32

______________________________________________________________________________

3.  Personality is basically unstable and dynamic, even after a person reaches adulthood.

*FALSE*

Reference: p. 33

______________________________________________________________________________

4.  Theories of personality may focus on traits, needs, learning, perceptions, or internal conflicts.

*TRUE*

Reference: p. 33

______________________________________________________________________________

5.  Personality driven behavior is not affected by the situation in which it occurs.

*FALSE*

Reference: p. 34

______________________________________________________________________________

6.  Personality is one important determinant of the kinds of situations people will enter.

*TRUE*

Reference: p. 34

______________________________________________________________________________

7.  Personality is more likely to be a cause of behavior when the situation a person is in is less structured or ambiguous.

*TRUE*

Reference: p. 34

______________________________________________________________________________

______________________________________________________________________________

8.  Personality is more likely to explain or cause behavior in a loosely structured organization than in a bureaucratic one.

*TRUE*

Reference: p. 34

______________________________________________________________________________

9.  If, as a manager, you wish to capitalize on personality differences, impose very little structure and give employees more freedom.

*TRUE*

Reference: p. 34

______________________________________________________________________________

10.  Unlike things such as eating habits, personality is determined mostly by genetic factors as opposed to environmental factors.

*FALSE*

Reference: p. 35

______________________________________________________________________________

11.  Learning takes place when a relatively permanent change in behavior, or potential behavior, takes place due to practice or an experience.

*TRUE*

Reference: p. 35

______________________________________________________________________________

12.  Learning does not ensure that a change in behavior will always occur.

*TRUE*

Reference: p. 35

______________________________________________________________________________

13.  Changed behavior is evidence that a permanent change through learning has occurred.

*FALSE*

Reference: p. 35

______________________________________________________________________________

14.  Learning may not always be what is needed to improve performance; other factors may be involved.

*TRUE*

Reference: p. 35, 36

______________________________________________________________________________

15.  Classical conditioning deals with the pairing of certain stimuli with reflexive responses.

*TRUE*

Reference: p. 36

______________________________________________________________________________

______________________________________________________________________________

16.  Classical conditioning requires the presence of an existing reflex like moving your hand to avoid pain.

*TRUE*

Reference: p. 36

______________________________________________________________________________

17.  Classical conditioning explains how and why individuals learn complex behaviors.

*FALSE*

Reference: p. 36,37

______________________________________________________________________________

18.  Instrumental learning is a concept which describes relationships between behavior and its consequences.

*TRUE*

Reference: p. 37

______________________________________________________________________________

19.  The reinforcement approach to learning best explains how we learn only simple habits.

*FALSE*

Reference: p. 37

______________________________________________________________________________

20.  In reinforcement approaches to learning, various stimuli do not trigger behavior; only consequences do.

*FALSE*

Reference: p. 38

______________________________________________________________________________

21.  The consequences of our behavior that reinforce it are almost always beyond our own control.

*FALSE*

Reference: p. 38

______________________________________________________________________________

22.  In reinforcement learning, we must be fully aware of the consequences of our behavior in order for reinforcement to occur.

*FALSE*

Reference: p. 38

______________________________________________________________________________

23.  Praise is a form of positive reinforcement.

*TRUE*

Reference: p. 38

______________________________________________________________________________

______________________________________________________________________________

24.  Vicarious learning occurs through observing other people and modeling what they do.

*TRUE*

Reference: p. 38

______________________________________________________________________________

25.  Vicarious learning may explain how one learns from a mentor.

*TRUE*

Reference: p. 39

______________________________________________________________________________

26.  In vicarious learning, a person needs a reason and the ability to engage in a model's behavior.

*TRUE*

Reference: p. 38

______________________________________________________________________________

27.  The social learning theory approach includes thinking, intentions, goals, reasoning, decision making and reinforcements a part of the learning process.

*TRUE*

Reference: p. 39

______________________________________________________________________________

28.  Socialization is a process which, through a combination of genetics and learning, we acquire our values, attitudes, beliefs, behaviors, and personality.

*TRUE*

Reference: lecture

______________________________________________________________________________

29.  There is a natural tendency for organizations to attract diverse personalities such that its effectiveness is threatened.

*FALSE*

Reference: p. 39

______________________________________________________________________________

30.  When similar personalities are attracted to a situation, they may reduce organizational effectiveness.

*TRUE*

Reference: p. 39

______________________________________________________________________________

______________________________________________________________________________

31.  Extroversion is a personality characteristic that contributes to the success of managers and sales personnel.

*TRUE*

Reference: p. 44

______________________________________________________________________________

32.  Conscientiousness predicts success at work for managers but not for less skilled employees.

*FALSE*

Reference: p. 44

______________________________________________________________________________

33.  Having a strong positive disposition (affectivity) can make a person less accident prone.

*TRUE*

Reference: p. 44

______________________________________________________________________________

34.  Research shows that neither positive nor negative disposition (affectivity) correlates with leadership or management potential.

*FALSE*

Reference: p. 44

______________________________________________________________________________

35.  Organizationalists, professionals, and indifferents all see their major gratifications from their work organizations, but do so in different ways.

*FALSE*

Reference: p. 44

______________________________________________________________________________

36.  The "indifferent" personality orientation can be found in individuals at any level in an organization.

*TRUE*

Reference: p. 46

______________________________________________________________________________

37.  The authoritarian personality is not interested in demeaning or controlling you; his/her main concern is to gain respect.

*FALSE*

Reference: p. 46

______________________________________________________________________________

38.  Authoritarians are generally poor followers, even if their leader is well-liked and respected.

*FALSE*

Reference: p. 46

______________________________________________________________________________

______________________________________________________________________________

39.  Machiavellians attempt to take advantage of others in order to achieve their goals.

*TRUE*

Reference: p. 46

______________________________________________________________________________

40.  Machiavellians often feel extreme remorse for their immoral behaviors.

*FALSE*

Reference: p. 46, 49

______________________________________________________________________________

41.  People with internal locus of control want to participate actively in decisions that affect them.

*TRUE*

Reference: p. 49

______________________________________________________________________________

42.  External locus of control employees are better adjusted to work and are more satisfied and promotable.

*FALSE*

Reference: p. 49

______________________________________________________________________________

43.  According to Myers and Briggs, sensation-oriented people like structured situations, realism, and using already acquired skills.

*TRUE*

Reference: p.50

______________________________________________________________________________

44.  Thinking-oriented individuals are very aware of others and enjoy pleasing them.

*FALSE*

Reference: p. 50

______________________________________________________________________________

45.  Extroverts like to work slowly on long tasks so long as they can work along with other extroverts.

*FALSE*

Reference: p. 50

______________________________________________________________________________

46.  One way to improve decision making is to put people together on the decision who have different, even opposite, personalities and work style preferences.

*TRUE*

Reference:  p. 50

______________________________________________________________________________

______________________________________________________________________________

47.  According to Argyris, as people grow, they change from passive to active individuals with deeper and more varied interests and more self-awareness.

*TRUE*

Reference: p. 51

______________________________________________________________________________

48.  According to Argyris, the mature personality functions effectively when organizational rules and procedures are detailed and specific.

*FALSE*

Reference: p. 51

______________________________________________________________________________

49.  Organizational practices that frustrate the mature personality are very rare.

*FALSE*

Reference: p. 51

______________________________________________________________________________

50.  The basic model of behavior says that __________.


A.  effects and consequences motivate a person to act upon the environment


B.  a motivated individual seeks to better his environment 


C.  people react to the stimulus environment similarly

*D.  interaction of stimulus environment and personal characteristics results in


observable behavior, which has its effects

Reference: p. 33

______________________________________________________________________________

51.  Personality is __________.

*A.  the relatively stable organization of all of a person's characteristics


B.  the pattern of attributes that shows how people are the same


C.  the sum total of all of a person's attributes 


D.  the unstable pattern of attributes that define the uniqueness of people

Reference: p. 33

______________________________________________________________________________

52.  The relatively stable organization of all of a person's characteristics is a/an __________.

*A.  personality


B.  predisposition


C.  attitude


D.  value

Reference:  p. 33

______________________________________________________________________________

______________________________________________________________________________

53.  The concept of personality includes


A.  a person's values, but not their attitudes


B.  only the environmental effects on a person


C.  the good characteristics of a person, not the bad

*D.  predispositions to behave as well as actual patterns of behavior

Reference: p. 33

______________________________________________________________________________

54.  Which of the following can form the basis for theories of are approaches to personality?


A.  traits, attitudes, or needs


B.  learning patterns


C.  inner thoughts and conflicts

*D.  all of the above

Reference: p. 33

______________________________________________________________________________

55.  Even though behavior is the product of the person and situational forces


A.  personality-driven behavior is never affected by the situation

*B.  personality-driven behavior is more likely to emerge in unstructured situations


C.  personality-driven behavior is more likely to emerge in new, unfamiliar situations


D.  situational forces bring out the worst personality traits in people

Reference: p. 34

______________________________________________________________________________

56.  If a manager wants to capitalize or take advantage of people with different personalities, he/she should


A.  let people select the situations they work in and the people they work with


B.  tighten controls and structure the work situation as much as possible 

*C.  avoid unnecessarily structuring the situation and place people in varied assignments


D.  avoid and remove ambiguous situations so that different personalities don't clash

Reference: p. 34

______________________________________________________________________________

57.  Studies of twins who were raised in different families show that


A.  hereditary factors explain most of their behavior


B.  hereditary factors predict work values but have no relationship to job satisfaction

*C.  both job satisfaction  and work values are affected by learning experienc4es


D.  personalities of twins are too similar to predict differing behavior between them

Reference: p.35

______________________________________________________________________________

______________________________________________________________________________

58.  We can infer that learning has probably taken place when 

*A.  we see changes in behavior that appear stable, given the same stimulus


B.  people tell us they learned something


C.  people start doing things they never did before


D.  we put people through a training program

Reference: p. 35

______________________________________________________________________________

59.  Classical conditioning is not a good explanation for how we learn


A.  how to ring a bell


B.  emotional responses

*C.  complex skills such as writing


D.  things such as not touching a hot stove

Reference: p. 36

______________________________________________________________________________

60.  The classical conditioning model of learning often explains what kind of behavior?

*A.  emotional responses such as fear


B.  nonwork behavior


C.  childhood, but not adult behavior


D.  complex behaviors

Reference: p. 36

______________________________________________________________________________

61.  Linking, or pairing, of a new stimulus with a pre-existing stimulus-response pattern is called.

*A.  classical conditioning


B.  behavior conditioning


C.  substitution learning


D.  unconscious learning

Reference: p. 36

______________________________________________________________________________

62.  The main thrust of reinforcement theory, or instrumental learning, is that


A.  it requires the presence of a reflex response

*B.  behavior is often determined or affected by the consequences that follow it


C.  attitudes are instrumental in triggering a particular behavior


D.  it explains what people do, not what they feel

Reference: p. 37

______________________________________________________________________________

______________________________________________________________________________

63.  Which is a crucial difference between instrumental learning and classical conditioning?


A.  instrumental learning focuses on stimuli which classical conditioning focuses on


consequences

*B.  classical conditioning focuses on stimuli while instrumental learning focuses on


consequences


C.  classical conditioning is more effective than instrumental learning


D.  the classical conditioning process takes place unconsciously, while instrument


learning uses intrinsic rewards only

Reference: p. 38

______________________________________________________________________________

64.  One aspect of reinforcement theory is that


A.  consequences that we are not very aware of cannot affect our behavior


B.  it is difficult to affect your own learning because others control consequences


C.  it is precise because only appropriate responses are usually reinforced

*D.  people can exercise control over the consequences of their own behavior

Reference: p. 38

______________________________________________________________________________

65.  One of the characteristics of reinforcement theory is that


A.  it is difficult to find ways to reward people 

*B.  some consequences that affect behavior are unintended, unpredictable side effects


C.  it takes too much advanced planning to arrange consequences


D.  the theory works only for positive consequences

Reference: p. 38

______________________________________________________________________________

66.  Which of the following is NOT necessary for vicarious learning to take place?


A.  ability to perform the behavior


B.  reinforcement

*C.  a teacher to engage in behavior shaping


D.  a basis or reason for paying attention to the model

Reference: p. 39

______________________________________________________________________________

______________________________________________________________________________

67.  Social learning theory __________.


A.  emphasizes external or extrinsic reinforcement


B.  implies that environment is irrelevant to the prediction of behavior


C.  notes that reinforcement must be self-administered

*D.  implies that people can be influenced by watching others' behavior

Reference: p. 38, 39

______________________________________________________________________________

68.  When managers set a good example for subordinates


A.  they positively reinforce all the right subordinate behaviors

*B.  they may be serving as a model for vicarious learning


C.  they risk censure form their own superiors


D.  they are using behavior shaping techniques

Reference: p. 38, 39

______________________________________________________________________________

69.  Vicarious learning can take place in which of the following settings?


A.  in an employee's relationship with a mentor


B.  in a company training program


C.  watching a movie

*D.  all of the above

Reference: p. 38, 39

______________________________________________________________________________

70.  The process by which an individual develops their attitudes, values, beliefs, and acceptable behaviors is referred to as


A.  vicarious classical conditioning


B.  indoctrination

*C.  the socialization process


D.  groupination

Reference: lecture

______________________________________________________________________________

71.  The "attraction-selection-attrition" cycle in organization settings indicates that 

*A.  people are attracted to jobs where they can work with people who are similar to


themselves


B.  people get tired of working with people like themselves, and this causes them to leave

 

the organization


C.  organizations become more heterogeneous in the personalities they attract through a


natural selection process


D.  employee resignations are more due to abilities than to personality factors

Reference: p. 39

______________________________________________________________________________

______________________________________________________________________________

72.   One way in which organizations may end up with people with similar characteristics is


A.  their personnel officers tend to reject applicants who are different

*B.  dissimilar people feel like odd-balls and tend to leave the organization 


C.  employees empowered to hire tend to show favorites to relatives


D.  when organizations fail, people act alike as a way to support each other

Reference: p. 39

______________________________________________________________________________

73.  When personality determines the kinds of situations people choose to enter, 


A.  a given situation will end up with a mix of personalities


B.  people with similar personalities join that situation, thus contributing to organizational 


harmony and effectiveness


C.  organizations should establish policies to clearly define those situations

*D.  the situation tends to get redefined by those with similar personalities, and their 


similarities can harm organizational effectiveness

Reference: p. 39

______________________________________________________________________________

74.  Among the big five personality dimensions, the opposite of "emotional stability" is called


A.  emotional destabilization


B.  disagreeableness

*C.  neuroticism


D.  closed to experience 

Reference: p. 41

______________________________________________________________________________

75.  Which of the five important dimensions of personality predicts success in training and on the job for various groups of workers?


A.  extraversion


B.  emotional stability 


C.  agreeableness

*D.  conscientiousness

Reference: p. 41

______________________________________________________________________________

76.  People who have a sense of well-being, who are involved, and who are active enthusiastic


A.  get to be a bore real quickly

*B.  are showing positive affectivity


C.  are more prone to cardiac arrest


D.  are more introverted than extroverted

Reference: p. 42

______________________________________________________________________________

______________________________________________________________________________

77.  People who have a good deal of "negative affectivity" 

*A.  tend to be more accident prone


B.  are more regularly rewarded by their bosses in attempts to change them


C.  have considerable management potential


D.  are usually lacking all positive affectivity

Reference: p. 44

______________________________________________________________________________

78.  Which of the following are characteristic of the "organizationalist" adaptation to organizational life?


A.  a desire to use the knowledge and skills one has been trained in 


B.  rejection of organizational status symbols


C.  probably from the lower-middle socioeconomic class

*D.  has low tolerance for ambiguity and high status anxiety

Reference: p. 44

______________________________________________________________________________

79.  Which of the following is characteristic of the "professional" adaptation to organizational life?

*A.  concern over whether their skills will be fully utilized by the organization


B.  seek recognition from only the highest organization officers


C.  are totally disinterested in anything that has to do with status in the organization


D.  are among the most willing employees to comply with authority

Reference: p. 45

______________________________________________________________________________

80.  Which of the following are characteristic of the "indifferent" adaptation to organizational life?


A.  are always at the lower levels in organizations


B.  seek only lower-order need satisfaction

*C.  are more alienated from work and the organization than either organizationlists or


professionals


D.  are usually people who were demoted by the organization

Reference: p. 45

______________________________________________________________________________

81.  Which of the following personality orientations toward work experiences a conflict between wanting meaningful work yet disliking work within an organizational setting?


A.  authoritarian


B.  indifferent

*C.  professional 


D.  careerist

Reference: p. 45

______________________________________________________________________________

______________________________________________________________________________

82.  Which of the following personality orientations holds a job mostly for pay?

*A.  indifferent


B.  organizationalist


C.  extrovert


D.  bureaucrat

Reference: p. 45

______________________________________________________________________________

83.  Which of the following personality orientations holds a job mostly for pay?


A.  internal locus of control

*B.  authoritarian personality


C.  politician


D.  organizationalist

Reference: p. 46

______________________________________________________________________________

84.  Because of their beliefs in hierarchical order, __________ can make good followers if they accept their superiors.


A.  indifferents


B.  professionals


C.  conventionalists

*D.  authoritarians

Reference: p. 46

______________________________________________________________________________

85.  Karl Kruger, a new manager at Rikeland, Inc., quickly garnered a reputation for being dominating.  One of his subordinates described him:  "Mr. Kruger doesn't tolerate mistakes.  Even if something happens accidentally he really rips into people.  An he seems to think that since he has a master's degree, then he is better than the rest of us who just have bachelor's degrees."  What kind of personality characteristic best describes Karl Kruger?


A.  bureaucratic


B.  Machiavellian


C.  internal locus of control

*D.  authoritarian

Reference: p. 46

______________________________________________________________________________

______________________________________________________________________________

86.  Which of the following personality types will put personal gain ahead of most everything even if it means lying or cheating?


A.  neurotics

*B.  Machiavellians


C.  authoritarians


D.  archetypes

Reference: p. 46

______________________________________________________________________________

87.  High Machiavellian and authoritarian managers have a tendency to __________.


A.  believe some people are inherently better than others


B.  emphasize rules and regulations


C.  have high self esteem

*D.  take advantage of others

Reference: p. 46

______________________________________________________________________________

88.  A person with a Machiavellian personality


A.  dislikes working in a large organization 

*B.  belief that the ends justify the means, and rarely experience guilt over their actions


C.  can be swayed by appeals to their loyalty


D.  have low self esteem and overcompensate for that 

Reference: p. 46

______________________________________________________________________________

89.  If a person says, "I have had the worst luck.  No matter what I try, I never seem to get anywhere, " what characteristic does he/she have?

*A.  external locus of control


B.  internal locus of control


C.  extrinsic reinforcement


D.  extomorphism

Reference: p. 46

______________________________________________________________________________

90.  Which of the following is a characteristic of a person with internal locus of control?


A.  lower needs for independence

*B.  desire to participate in decision making


C.  poorer adjustment to work


D.  inability to cope with stress

Reference: p. 46

______________________________________________________________________________

______________________________________________________________________________

91.  Which of the following is most characteristic of a person with external locus of control?


A.  feels control over external reinforcements

*B.  reacts negatively to job enrichment attempts


C.  reacts positively to autonomy at work


D.  despises rules and policies

Reference: p. 46

______________________________________________________________________________

92.  The Myers and Brigs typology can be used __________.


A.  to train people to become a particular type 


B.  to predict promotions


C.  to arrange environments

*D.  to improve decision making by teaming decision makers to complement each other

Reference: p. 50

______________________________________________________________________________

93.  In the Myers-Briggs personality scheme, the "mutual usefulness of opposite" refers to


A.  using personality characteristics to select subordinates to oppose a threatening


department


B.  the strategy of hiring a person who has tow or more opposite personality 


characteristics


C.  keeping people with opposite personality characteristics separated so that you can 


hear their points of views before they hear each others point of view

*D.  putting people with opposite personality characteristics together to improve decision 


making

Reference: p. 50

______________________________________________________________________________

94.  What is the major point Argyris is making about the relationship between mature employees and organizations?


A.  mature employees are the driving force behind successful organizations

*B.  conflict and dissatisfaction often occur in organizations that create an environment 


which treats mature employees as immature


C.  employees don't want a work environment geared toward the mature adult because it 


is too stressful


D.  unions developed because employees were immature

Reference: p. 51

______________________________________________________________________________

______________________________________________________________________________

95.  The mature personality that is frustrated by organization practices may do which of the following?


A.  develop a sense of failure


B.  quit the job


C.  get promoted


D.  exhibit defense mechanisms

*E.  all of the above

Reference: p. 51

______________________________________________________________________________

Chapter 3

Attitudes, Perceptions, and Judgement

______________________________________________________________________________

1.  Attitudes are formed inside a person, not through interactions with other people.

*FALSE*

Reference: p. 58

______________________________________________________________________________

2.  Attitudes can be formed through various mental associations between ideas.

*TRUE*

Reference: p. 59

______________________________________________________________________________

3.  Simple repetitive exposure to something can cause people to like or dislike it, without changing their beliefs or values.

*TRUE*

Reference: p. 59

______________________________________________________________________________

4.  Attitudes help people to select and organize information they may receive.

*TRUE*

Reference: p. 60

______________________________________________________________________________

5.  Attitudes exist and operate independent of whether they affect reinforcements for behavior.

*FALSE*

Reference: p. 60

______________________________________________________________________________

6.  Attitudes facilitate the expression of values.

*TRUE*

Reference: p. 60

______________________________________________________________________________

7.  A person's personality, not their attitudes, helps determine their sense of self-respect.

*FALSE*

Reference: p. 61

______________________________________________________________________________

8.  Because of attitudes, people do not have contradictory beliefs.

*FALSE*

Reference: p. 61

______________________________________________________________________________

______________________________________________________________________________

9.  Attitudes are basically evaluative in nature.

*TRUE*

Reference: p. 61, 62

______________________________________________________________________________

10.  Attitudes are predispositions to react positively or negatively to an event or object.

*TRUE*

Reference: p. 61

______________________________________________________________________________

11.  Attitudes can be so general, they need not refer to a particular object.

*FALSE*

Reference: p. 62

______________________________________________________________________________

12.  The attitude a person holds toward various objects depends on the cognitive connections and mental associations of that attitude.

*TRUE*

Reference: p. 62, 63

______________________________________________________________________________

13.  Values and attitudes are similar in that they both deal with feelings about what is right or wrong.

*TRUE*

Reference: p. 63

______________________________________________________________________________

14.  Values are similar to attitudes in that they are identified with an object.

*FALSE*

Reference: p. 63

______________________________________________________________________________

15.  Values are often inconsistent with attitudes.

*FALSE*

Reference: p. 63

______________________________________________________________________________

16.  Beliefs are similar to attitudes in that they both deal with feelings about what is good or bad, right or wrong.

*FALSE*

Reference: p. 63

______________________________________________________________________________

______________________________________________________________________________

17.  Beliefs deal with ideas and thoughts about objects rather than feeling about objects.

*TRUE*

Reference: p. 63

______________________________________________________________________________

18.  Intentions have nothing to do with attitudes; there is no relationship between them.

*FALSE*

Reference: p. 63

______________________________________________________________________________

19.  Factory employees usually have similar attitude clusters about work, and similar

links between clusters.

*FALSE*

Reference: p. 65

______________________________________________________________________________

20.  Cognitive dissonance refers to conflicts between two or more people's ideas or theories.

*FALSE*

Reference: p. 65

______________________________________________________________________________

21.  Changing one's attitude is the only way to reduce cognitive dissonance.

*FALSE*

Reference: p. 65

______________________________________________________________________________

22.  Cognitive dissonance can occur where there exists "insufficient justification" for a behavior.

*TRUE*

Reference: p. 67

______________________________________________________________________________

23.  Cognitive dissonance can be reduced either before or after we actually make a decision.

*TRUE*

Reference: p. 67

______________________________________________________________________________

24.  If given "sufficient justification" to act against one's beliefs, cognitive dissonance is less likely to occur.

*TRUE*

Reference: p. 67

______________________________________________________________________________

______________________________________________________________________________

25.  Cognitive dissonance can occur when one's expectations are confirmed.

*FALSE*

Reference: p. 67

______________________________________________________________________________

26. People often admit they made a bad decision as a way to reduce cognitive dissonance.

*FALSE*

Reference: p. 67

______________________________________________________________________________

27.  People will often persist at or repeat a bad decision as a way of justifying it.

*TRUE*

Reference: p. 67

______________________________________________________________________________

28.  Persisting in a bad decision prevents the dissonant feeling of having been wrong in the first place.

*TRUE*

Reference: p. 67

______________________________________________________________________________

29.  Job attitudes and satisfaction tend to correlate with lateness, attendance, and turnover at work.

*TRUE*

Reference: p. 67

______________________________________________________________________________

30.  Job attitudes and satisfaction correlate with job performance; that is, a satisfied worker is a productive worker.

*FALSE*

Reference: p. 68

______________________________________________________________________________

31.  Perception is restricted to our senses and does not involve interpreting what we sense.

*FALSE*

Reference: p. 68

______________________________________________________________________________

32.  Selectivity lies at the heart of the perceptual process.

*TRUE*

Reference: p. 70

______________________________________________________________________________

______________________________________________________________________________

33.  Perception allows most stimuli to enter one's experience, so that the stimuli can be organized mentally.

*FALSE*

Reference: p. 70

______________________________________________________________________________

34.  A critical function of perception is to organize stimuli into a meaningful pattern or conclusion.

*TRUE*

Reference: p. 70

______________________________________________________________________________

35.  Perception can be seriously affected by emotional states.

*TRUE*

Reference: p. 72

______________________________________________________________________________

36.  The perceptual process has nothing to do with the characteristics of the event or object being perceived.

*FALSE*

Reference: p. 72

______________________________________________________________________________

37.  When events are ambiguous, people tend to avoid perceptual interpretations of them.

*FALSE*

Reference: p. 72

______________________________________________________________________________

38.  Perceptions are clearly affected by the context or situation in which they occur.

*TRUE*

Reference: p. 72, 73

______________________________________________________________________________

39.  First impressions are, surprisingly, based on rather complete information.

*FALSE*

Reference: p. 73

______________________________________________________________________________

40.  The principle of closure suggests that people add information to their first impressions to form a more complete picture.

*TRUE*

Reference: p. 73

______________________________________________________________________________

______________________________________________________________________________

41.  Halo error refers to the tendency to feel positively, but not negatively, toward a person.

*FALSE*

Reference: p. 74, 75

______________________________________________________________________________

42.  Halo is often related to our own self-image.

*TRUE*

Reference: p. 75

______________________________________________________________________________

43.  Projection involves seeing characteristics in others that we ourselves have.

*TRUE*

Reference: p. 75, 76

______________________________________________________________________________

44.  Concluding that "sociable, outgoing people also have high self‑esteem" is an example of projection.

*FALSE*

Reference: p. 76

______________________________________________________________________________

45.  Stereotyping is characterizing an individual based on knowledge of the group that individual is placed in.

*TRUE*

Reference: p. 76

______________________________________________________________________________

46.  Most stereotyping is accurate, because it is based on long-observed relationships between group identification and behavior.

*FALSE*

Reference: p. 76

______________________________________________________________________________

47.  Because groups are so powerful in socializing people, stereotyping is usually quite accurate.

*FALSE*

Reference: p. 76

______________________________________________________________________________

48.  The tendency to attribute a person's behavior to external forces is called fundamental attribution error.

*FALSE*

Reference: p. 77, 78

______________________________________________________________________________

______________________________________________________________________________

49.  Most people attribute other people's behavior to their personality, not to the situation.

*TRUE*

Reference: p. 77, 78

______________________________________________________________________________

50.  If people are seen as free to choose how they behave, we are more likely to attribute their behavior to personality.

*TRUE*

Reference: p. 78

______________________________________________________________________________

51.  Behavior engaged in privately is usually interpreted as externally motivated.

*FALSE*

Reference: p. 78

______________________________________________________________________________

52.  Higher status people are usually seen as motivated by the situation rather than by their personality.

*FALSE*

Reference: p. 78

______________________________________________________________________________

53.  Many judgement errors are based on the fact that people process information about others to “automatically.”

*TRUE*

Reference: p. 78

______________________________________________________________________________

54.  A more controlled and reflective approach to processing information about a person may be to help to avoid errors in judgement.

*TRUE*

Reference: p. 79

______________________________________________________________________________

55.  The self-serving bias is not an error that people commonly make.

*FALSE*

Reference: p. 79

______________________________________________________________________________

56.  Despite the self-serving bias, people rarely overestimate the accuracy of their judgements.

*FALSE*

Reference: p. 79

______________________________________________________________________________

______________________________________________________________________________

57.  One study showed that people tend to attribute female success to hard work or luck, rather than their ability.

*TRUE*

Reference: p. 81

______________________________________________________________________________

58.  It is a rare thing that a boss will give an employee credit for trying regardless of their performance.

*FALSE*

Reference: p. 80, 81

______________________________________________________________________________

59.  As a result of legislation and company training programs, judgement errors about women and minority employees are at a minimum.

*FALSE*

Reference: p. 81

______________________________________________________________________________

60.  Judgement biases such as stereotyping can be found to occur in a number of minority groups.

*TRUE*

Reference: p. 81

______________________________________________________________________________

61.  Which of the following are sources of attitudes, beliefs, or values?


A.  personal experiences


B.  other people


C.  mass media


D.  mental associations


*E.  all of the above

Reference: p. 59

______________________________________________________________________________

62.  If you have a bad experience with the sales clerk in a store and then you feel mistrust toward the store manager, you are forming an attitude through


A.  fulfilling your intentions


*B.  association


C.  belief persistence


D.  consistency of exposure

Reference: p. 59

______________________________________________________________________________

______________________________________________________________________________

63.  The human mind can link common events or generalize across them.  In this manner, attitudes can be learned by the process of


A.  direct personal experience


B.  acting out intentions


C.  linking beliefs to behavior


*D.  association

Reference: p. 59

______________________________________________________________________________

64. How do attitudes affect our organizing and selection of facts?


A.  attitudes don't affect how we deal with information


B.  we tend to only absorb information which is unrelated to our attitudes


*C.  we pay attention to information which is consistent with our attitudes


D.  we pay attention to information which is in conflict with our attitudes

Reference: p. 60

______________________________________________________________________________

65.  How do attitudes reconcile our self-contradictions?


*A.  by compartmentalizing, and therefore separating, contradicting attitudes


B.  by allowing us to have an accepting attitude towards inconsistency


C.  by developing a hierarchy of attitudes and their relative importance


D.  attitudes do not reconcile such contradictions


E.  none of the above

Reference: p. 61

______________________________________________________________________________

66.  Which of the following is true about attitudes?


A.  they do not correlate with actual behavior


B.  they are value-neutral


*C.  they are predispositions to behavior


D.  they are too general to apply to a particular object

Reference: p. 61

______________________________________________________________________________

67.  Attitudes can be described as.


A.  having a feeling component


B.  always having a referent or object


C.  having a thinking component


D.  reflecting a person's affinities and aversions


*E.  all of the above

Reference: p. 61, 62

______________________________________________________________________________

______________________________________________________________________________

68.  The cognitive aspect of an attitude 


A.  are independent of a person’s personality


*B.  are factors associated with the attitude that help determine whether the



attitude is positive or negative towards an object.


C.  are culturally determined and therefore similar across people of a given culture


D.  eliminates the need for the attitude to have an object

Reference: p. 62, 63

______________________________________________________________________________

69.  Which of the following is true of values?


A.  values are object specific


*B.  values reflect our basic feelings about the world


C.  values are the same as attitudes


D.  values are factual

Reference: p. 63

______________________________________________________________________________

70.  Values, as compared to attitudes,


*A.  are more general and need not have an identifiable object


B.  determine a narrower range of behaviors than an attitude does


C.  are more specific, but need not have an identifiable object


D.  are pretty much the same thing

Reference: p. 63

______________________________________________________________________________

71.  Beliefs are defined as


A.  temporary rather than persistent


B.  always absolute but never probabilistic


*C.  thoughts and ideas about objects


D.  the feeling component of attitudes

Reference: p. 63

______________________________________________________________________________

72.  Intentions to behave


A.  are rarely triggered by attitudes


B.  are triggered by values but not attitudes


*C.  can be governed by likelihood of success


D.  are equally likely across a wide range of attitudes

Reference: p. 63

______________________________________________________________________________

______________________________________________________________________________

73.  Attitudes often form into attitude clusters, which are


A.  groups of related attitudes that are unrelated to other clusters


B.  the same thing as values and beliefs clusters


C.  complex groups of relatively unrelated attitudes cognitively rationalized


*D.  groups of related attitudes, sometimes linked to other clusters

Reference: p. 65

______________________________________________________________________________

74.  A conflict between our behavior and attitudes is called


*A.  cognitive dissonance


B.  cognitive distance


C.  cognitive justification


D.  attitudinal-behavioral consistence

Reference: p. 65

______________________________________________________________________________

75.  Cognitive dissonance


A.  is based on feelings, not thoughts


*B.  motivates us to reduce the feeling of cognitive dissonance


C.  is comforting to many people


D.  is increased when sufficient justification exists

Reference: p. 65

______________________________________________________________________________

76.  When a person’s work satisfaction is poor but their home and life satisfaction is positive, they


*A.  may experience cognitive dissonance


B.  quickly experience drastic improvements in their work satisfaction


C.  they feel home satisfaction decreases, but overall life satisfaction is unchanged


D.  restructure their attitude clusters under a new set of values

Reference: p. 65

______________________________________________________________________________

77.  When a person has insufficient justification to act against his or her beliefs


*A.  cognitive dissonance likely occurs


B.  cognitive dissonance is reduced


C.  cognitive dissonance is not affected


D.  action never takes place

Reference: p. 67

______________________________________________________________________________

______________________________________________________________________________

78.  When a person is given sufficient justification to act against their beliefs or attitudes


A.  they will usually refuse to act anyway


B.  they are more likely to experience dissonance


C.  they are more likely to change their attitude


*D.  they are less likely to experience dissonance

Reference: p. 67

______________________________________________________________________________

79.  When does the reduction of decisional dissonance take place?


*A.  before we take action, as a way to justify it


B.  after we take action, to justify what we did


C.  during an action, to keep the action sustained


D.  before, during and after action is taken

Reference: p. 67

______________________________________________________________________________

80.  John convinces himself that his refusal to give his brother a loan was right, because his brother should earn the money he needed.  John is engaging in


*A.  post decisional dissonance reduction


B.  selective perception


C.  disconfirmed expectations


D.  halo


E.  none of the above

Reference: p. 67

______________________________________________________________________________

81.  Justifying a behavior after it is performed is called


*A.  post decisional dissonance reduction


B.  post behavioral dissonance reduction


C.  ante-decisional dissonance


D.  cognitive dissonance delay

Reference: p. 67

______________________________________________________________________________

82.  Even though Sally's store provided poor customer service, she convinces herself customers cannot ever be fully satisfied.  She is reducing dissonance from


A.  insufficient justification


B.  egomania


C.  sufficient justification


*D.  disconfirmed expectations

Reference: p. 67

______________________________________________________________________________

______________________________________________________________________________

83.  Dissonance theory would predict that


A.  people will readily revise a bad decision


*B.  people will persist in a bad decision


C.  people will not experience dissonance from decisions


D.  decisions that we are personally involved in cause less dissonance

Reference: p. 67

______________________________________________________________________________

84.  Employee attitudes are important for managers because


A.  good attitudes necessarily mean good performance


*B.  attitudes and related satisfactions are key indicators of organizational



effectiveness


C.  they predict turnover, although they are not related to attendance behavior


D.  they uncover the basic values and personalities of employees

Reference: p. 67

______________________________________________________________________________

85.  Positive attitudes and high employee satisfaction 


A.  are positively correlated with employee productivity


*B.  bear no consistent relationship with employee productivity


C.  are not correlated with employee attendance and turnover


D.  are important because they are very difficult to change once they exist

Reference: p. 68

______________________________________________________________________________

86. Perception is


A.  identifying all aspects of the environment through our senses


B.  sensing events but not interpreting them


*C.  creating an internal representation and interpreting events that our senses



detect


D.  an accurate objective identification of reality

Reference: p. 68

______________________________________________________________________________

87.  Perception is a crucial process because


A.  it creates the data used to reduce tension


B.  behavior is external and perception is internal


*C.  through it people interpret their environment and act according to that



interpretation


D.  it provides different people with the same data

Reference: p. 70

______________________________________________________________________________

______________________________________________________________________________

88.  John Doe, a 20 year employee, and Jim Snow, a brand new hire, both saw a fellow employee pick up and put a dirty hammer in his lunch bag.  Jim reported the incident to the supervisor thinking that the employee was stealing the hammer; John Doe was not worried because he knew that the employee was carrying the dirty hammer back to the tool room in the bag to keep his hands from getting dirty.  John had seen him and others do this many times before.  What characteristic in the perception process BEST accounts for these different reactions?


*A.  the different learning experiences of the two men


B.  the status of the employee picking up the hammer


C.  the different emotions of the two men


D.  the physical condition of the hammer


E.  none of the above

Reference: p. 70

______________________________________________________________________________

89.  Two major processes at the heart of the perceptual process are


A.  selection and ambiguity


*B.  selection and organization


C.  contrast and motion


D.  organization and patterning into groups

Reference: p. 71

______________________________________________________________________________

90.  Seeing four dots as a square or three dots as a triangle is an example of


*A.  perceptual organization


B.  perceptual selection


C.  false inference


D.  accurate inference

Reference: p. 71

______________________________________________________________________________

91.  In the perceptual process, the ambiguity of a situation


A.  causes perceivers to avoid making interpretations


B.  reduces the effect of personal interpretations


C.  usually stimulates perceivers to work hard to collect more data before making



a judgement


*D.  invites perceivers to make personal interpretations to reduce the discomfort



of ambiguity

Reference: p. 72

______________________________________________________________________________

______________________________________________________________________________

92.  It is likely that a person holding a rifle on a target range is perceived differently than a person holding the same rifle near a window in a city building.  This difference is best explained by


*A.  situational factors


B.  the fact that the same rifle appears


C.  whether or not one can see if the rifle is loaded


D.  the fact that a rifle and not a knife is involved

Reference: p. 72, 73

______________________________________________________________________________

93.  Interpretations made in the perceptual process are particularly important because they


A.  correct otherwise erroneous perceptions


*B.  are frequently the basis for our judgments of other people


C.  they are always erroneous


D.  provide the basis for interpersonal agreement

Reference: p. 73

______________________________________________________________________________

94.  Research has indicated that interviewers decide whether to recommend hiring a prospective employee in the first couple of minutes of an interview, and spend the rest of the interview selecting evidence to support the decision.  What kind of judgment bias is this?


A.  halo


B.  projection


*C.  first impression


D.  implicit personality theory


E.  none of the above

Reference: p. 73

______________________________________________________________________________

95.  One reason why first impressions are so strong and lasting is because


A.  first impressions occur mostly towards people we like


*B.  people have a need for closure and consistency


C.  cognitive dissonance is very small in a first-impression situation


D.  people are happy with incomplete information on other people, so first



impressions are efficient  

Reference: p. 73

______________________________________________________________________________

______________________________________________________________________________

96.  Smitty's supervisor was really impressed with the way he handled an argument between two senior workers on his first day at work.  Smitty's performance appraisals from his supervisor imply he can do no wrong.  Which judgment error is the supervisor making?


A.  projection


B.  implicit personality theory


*C.  halo


D.  stereotyping

Reference: p. 74, 75

______________________________________________________________________________

97.  Jane disliked the applicant she was interviewing because she found some sloppy errors in the application form.  Jane may have been engaging in 


*A.  projection


B.  post-decisional dissonance


C.  unequal employment opportunity


D.  stereotyping

Reference: p. 75, 76

______________________________________________________________________________

98.  "Early to bed, early to rise, make a man healthy, wealthy, and wise" is an example of


A.  halo


B.  stereotyping


C.  projection


*D.  implicit personality theory

Reference: p. 76

______________________________________________________________________________

99.  Bill was a new engineer in a company.  His fellow workers were surprised and suspicious of him when they discovered he disliked computers and regularly attended the opera.  His fellow workers were guilty of


A.  implicit personality theory


*B.  stereotyping


C.  sexual harassment


D.  artistic bias

Reference: p. 76

______________________________________________________________________________

100. The phenomenon of stereotyping is


*A.  widespread and difficult to change


B.  strange because it serves no useful purpose


C.  uncommon but powerful


D.  difficult to change because stereotypes are so often accurate

Reference: p. 76

______________________________________________________________________________

______________________________________________________________________________

101. The focus of __________ is to understand how people tend to explain the causes of their own and others' behavior.


A.  vicarious learning theory


*B.  attribution theory


C.  implicit personality theory


D.  belief formation theory

Reference: p. 77

______________________________________________________________________________

102.  Attribution theory suggests that our inability to explain the causes of an event can lead us to


*A.  experience dissonance


B.  feel indifferent


C.  seek answers from other people


D.  blame close friends for the event

Reference: p. 77

______________________________________________________________________________

103.  Attribution theory involves which of the following?


A.  feelings of dissonance


B.  perceptual organization


C.  deciding on a course of action


D.  judging ourselves and other people


*E.  all of the above

Reference: p. 77, 78

______________________________________________________________________________

104.  The widespread tendency to attribute other people's behavior to their internal characteristics rather than to the environment is known as


A.  external causation oversight


B.  self-serving bias


*C.  the fundamental attribution error


D.  internal characterization error

Reference: p. 77, 78

______________________________________________________________________________

105.  People are likely to commit the fundamental attribution error if __________.


*A.  they perceive people act of their own free will


B.  the event is novel


C.  they carefully consider the situation or environmental context


D.  the event or behavior is viewed by many others

Reference: p. 78

______________________________________________________________________________

______________________________________________________________________________106. If a person behaves the same way across similar situations, we are more likely to see their behavior as


A.  distinctive


B.  habitual, not motivated


C.  externally caused


*D.  internally motivated

Reference: p. 78

______________________________________________________________________________

107. We are more likely to commit the fundamental attribution error when others act


*A.  in private


B.  inconsistently across similar situations


C.  in a nervous manner


D.  on a matter we consider unimportant

Reference: p. 78

______________________________________________________________________________

108. People of higher status are generally viewed as


A.  driven by other high status people in their environment


B.  more likely to act inconsistently


*C.  more personally responsible for their actions


D.  less likely to act distinctively

Reference: p. 78

______________________________________________________________________________

109.  One of the major reasons why people engage in many kinds of judgmental errors is that


A.  they are overloaded with information and get flustered


B.  people engage in “controlled” information processing


C.  failure to screen or organize their perceptions leads to false conclusions


*D.  people engage in “automatic” information processing, and fail to control it



better

Reference: p. 78, 79

______________________________________________________________________________

110.  If a manager attributes winning a complex and detailed but lucrative contract to his effort and attributes losing it to unfair competition he has __________.


A.  committed the fundamental attribution error


B.  stereotyped


C.  projected


*D.  a self serving bias

Reference: p. 79

______________________________________________________________________________

______________________________________________________________________________

111.  When people win in games of chance, they tend to attribute winning to


A.  luck or chance


*B.  their skills


C.  external forces


D.  laws of probabilities


E.  none of the above

Reference: p. 79

______________________________________________________________________________

112. People tend to __________ on nearly any factor that is subjective and socially desirable


A.  accurately evaluate themselves


B.  avoid self-evaluation


*C.  overrate themselves


D.  underrate themselves

Reference: p. 79

______________________________________________________________________________

113. Attribution errors are important in organizations because


A.  they correlate with product quality


B.  they can foster more honest relationships


*C.  there are many situations where people make judgments of others


D.  females, increasingly represented in the work force, make such errors more



than males

Reference: p. 80

______________________________________________________________________________

114. Judgment errors in the workplace take on particular significance in recent years because 


A.  females and minority group members make fewer judgment errors but lack



opportunities to make judgments


B.  clear laws relevant to these errors have been replaced with ambiguous court



decisions


*C.  such errors are now effecting an increasingly diverse work force


D.  glass ceilings are being broken

Reference: p. 81

______________________________________________________________________________

115.  One study showed that


A.  female success is attributed to ability


B.  male success is attributed to hard work and/or luck


*C.  female success is attributed to hard work and/or luck


D.  males and females are not deferentially judged

Reference: p. 81

______________________________________________________________________________

Chapter 4

Organizational Accommodation:  Careers, Socialization and Commitment

______________________________________________________________________________

1.  A career is a set of attitudes and behaviors associated with work-related experiences.

*TRUE*

Reference: p. 91

______________________________________________________________________________

2.  Career attitudes reflect predispositions towards work and work-related matters.

*TRUE*

Reference: p. 92

______________________________________________________________________________

3.  Career success should be measured primarily by advancement in position and pay increases.

*FALSE*

Reference: p. 92

______________________________________________________________________________

4.  Career performance can be measured in levels of objective success and psychological success.

*TRUE*

Reference: p. 92

______________________________________________________________________________

5.  Career identity usually remains constant over long periods of time.

*FALSE*

Reference: p. 92

______________________________________________________________________________

6.  According to the “Good Enough Theory” of promotion, one has to be the most competent performer to be promoted.

*FALSE*

Reference: p. 93

______________________________________________________________________________

7.  A person with an “organizationalist” personality orientation is likely to follow a linear career path.

*TRUE*

Reference: p. 94

______________________________________________________________________________

______________________________________________________________________________

8.  A “professional” personality orientation is likely to follow a spiral career path.

*FALSE*

Reference: p. 94

______________________________________________________________________________

9.  People who value independence and variety do a number of things well usually follow an expert career path.

*FALSE*

Reference: p. 95

______________________________________________________________________________

10.  The spiral career path involves moving from one occupation to another over a career.

*TRUE*

Reference: p. 95

______________________________________________________________________________

11.  Adapting to work begins with one's first job.

*FALSE*

Reference: p. 96

______________________________________________________________________________

12.  Early childhood parental influences may help determine whether you become a social worker or a diesel mechanic.

*TRUE*

Reference: p. 96

______________________________________________________________________________

13.  Socioeconomic factors play an insignificant role in determining the career path one follows.

*FALSE*

Reference: p. 97

______________________________________________________________________________

14.  Early socialization occurs via our learning to deal with authority figures and institutions.

*TRUE*

Reference: p. 96

______________________________________________________________________________

15.  Sons tend to reject their fathers' occupations, and make completely independent career choices.

*FALSE*

Reference: p. 97

______________________________________________________________________________

______________________________________________________________________________

16.  Social class, in recent years, has little or no effect on a person's orientation toward different careers.

*FALSE*

Reference: p. 97

______________________________________________________________________________

17.  Coming from a higher socioeconomic background can favorably effect career mentoring.

*TRUE*

Reference: p. 97

______________________________________________________________________________

18.  Preliminary work socialization begins with one’s first job, either full or part time.

*FALSE*

Reference: p. 98

______________________________________________________________________________

19.  Development of competence occurs as a result of discoveries of one's own strengths and weaknesses, authority figures' encouragement, and specialized training.

*TRUE*

Reference: p. 98

______________________________________________________________________________

20.  Preliminary career choices are not made by people until the second, or novice, career stage.

*FALSE*

Reference: p. 98

______________________________________________________________________________

21.  At the end of the Novice Stage, an individual is still not a full contributor to the organization.

*FALSE*

Reference: p. 98

______________________________________________________________________________

22.  Professional schools can teach students technical skills, but not professional attitude or thought patterns.

*FALSE*

Reference: p. 99

______________________________________________________________________________

23.  Individuals internalize specific occupational values while in specialized training.

*TRUE*

Reference: p. 99

______________________________________________________________________________

______________________________________________________________________________

24.  The image of a prospective employer can be positively affected by increases in information about, and exposures to that employer.

*TRUE*

Reference: p. 99

______________________________________________________________________________

25.  Individuals' choice of work organization is made based upon monetary compensation.

*FALSE*

Reference: p. 99

______________________________________________________________________________

26.  In choosing among several job possibilities, people often continue to evaluate alternatives after a “favorite job” has been identified.

*TRUE*

Reference: p. 100

______________________________________________________________________________

27.  When searching for a job, information that is inconsistent with one’s favorite choice will often eliminate that choice.

*FALSE*

Reference: p. 100

______________________________________________________________________________

28.  Organizations' norms of performance specify how employees show commitment and loyalty.

*FALSE*

Reference: p. 100

______________________________________________________________________________

29.  Pivotal norms are those which are most important to the organization.

*TRUE*

Reference: p. 100

______________________________________________________________________________

30.  Employees' and organizations' mutual expectations form aÿpsychological contract.

*TRUE*

Reference: p. 100

______________________________________________________________________________

31.  The psychological contract, once signed and notarized, is not typically negotiated for several years on the job.

*FALSE*

Reference: p. 100

______________________________________________________________________________

______________________________________________________________________________

32.  The psychological contract can be negotiated throughout the tenure of the employee.

*TRUE*

Reference: p. 100

______________________________________________________________________________

33.  Because of co-worker support, organization entry is usually an easy and predictable process.

*FALSE*

Reference: p. 102

______________________________________________________________________________

34.  When your values are congruent with an organization’s values, you are more likely to experience job satisfaction and stay with the organization.

*TRUE*

Reference: p. 102

______________________________________________________________________________

35.  Employees often have pessimistic but accurate expectations as they enter a new job.

*FALSE*

Reference: p. 102

______________________________________________________________________________

36.  During the Establishment Stage certain individuals begin to out-pace others.

*TRUE*

Reference: p. 103

______________________________________________________________________________

37.  A critical aspect of the establishment stage of a career is that commitment and accommodation become relatively stable.

*TRUE*

Reference: p. 102, 103

______________________________________________________________________________

38.  “Organizationalists” are difficult to manage because they are frequently recommending reorganizations of the company structure.

*FALSE*

Reference: p. 103

______________________________________________________________________________

39.  The personality orientation that is most likely to resist authority is the “professional” orientation.

*TRUE*

Reference: p. 103

______________________________________________________________________________

______________________________________________________________________________

40.  People with “indifferent” orientation toward work are typically terminated for inadequate performance.

*FALSE*

Reference: p. 103, 104

______________________________________________________________________________

41.  Given certain circumstances an executive with an “organizational” personality orientation may become an “indifferent” in their outlook.

*TRUE*

Reference: p. 105

______________________________________________________________________________

42.  A person who stays with an organization because they simply are unable to find much better conditions elsewhere has a “continuance commitment.”

*TRUE*

Reference: p. 105

______________________________________________________________________________

43.  A person with a normative commitment to an organization stays because they cannot afford to leave.

*FALSE*

Reference: p. 105

______________________________________________________________________________

44.  There is really no important reason for organizations to desire or develop employee commitment to the organization.

*FALSE*

Reference: p. 107

______________________________________________________________________________

45.  It is estimated that by the turn of the century, 65 percent of the new entrants into the work force will be women.

*TRUE*

Reference: p. 108

______________________________________________________________________________

46.  Despite increasing female numbers and new entrants in the work force, women continue to seek work in traditional female-dominated occupations.

*FALSE*

Reference: p. 108

______________________________________________________________________________

______________________________________________________________________________

47.  The difference in managerial ability and performance on the job between men and women appears to not be significant.

*TRUE*

Reference: p. 108, 109

______________________________________________________________________________

48.  For the whole working population in the U.S., women earn 71% of what men earn.

*TRUE*

Reference: p. 109

______________________________________________________________________________

49.  Women are overrepresented in lower-paying jobs and industries.

*TRUE*

Reference: p. 109

______________________________________________________________________________

50.  The wage gap between man and woman virtually disappears when men and women in the same job are compared.

*FALSE*

Reference: p. 109

______________________________________________________________________________

51.  Women make up only 2% of the top-five earning managers of the Fortune 500 companies.

*TRUE*

Reference: p. 109

______________________________________________________________________________

52.  The only reason why women are paid less is due to biases held by people who make pay and promotion decisions.

*FALSE*

Reference: p. 109, 110

______________________________________________________________________________

53.  Women in a comparable occupation with men (such as men and women in a law firm) are still viewed as having lower status than their counterpart males.

*TRUE*

Reference: p. 110

______________________________________________________________________________

54.  A person’s salary expectations, whether male or female, may well contribute to their actual level of pay achieved.

*TRUE*

Reference: p. 110

______________________________________________________________________________

______________________________________________________________________________

55.  Dual career couples appear to suffer no more than other couples suffer.

*FALSE*

Reference: p. 111

______________________________________________________________________________

56.  Progress has been extremely slow in changing the percentage of minorities represented in management ranks.

*TRUE*

Reference: p. 112

______________________________________________________________________________

57.  Because of antidiscrimination laws, bias in hiring and promoting minority employees is a thing of the past.

*FALSE*

Reference: p. 112

______________________________________________________________________________

58.  Surprisingly, minority group members do not experience the same “glass ceiling” that women at work do.

*FALSE*

Reference: p. 112

______________________________________________________________________________

59.  Bias and prejudice in the work force appears to be confined mainly to the dominant white male group.

*FALSE*

Reference: p. 112

______________________________________________________________________________

60.  Which of the following is consistent with the concept of a career?

A.  John's career includes his four years at State majoring in accounting

B.  Bill continues to read the Wall Street Journal even though he is retired from


his job as senior vice president

C.  Sally said, "It is interesting how much of my self‑identity is wrapped up in the


fact that I am a lawyer."

D.  a hamburger chain has made a commercial that looks at the current activities


of some of the people who worked for the chain when they were young

*E.  all of the above

Reference: p. 91

______________________________________________________________________________

______________________________________________________________________________

61.  Career attitudes do not focus mainly on 

A.  the work itself

B.  the place of work

*C.  the family's activities

D.  the relationship between work and other areas of a person's life

E.  the level of achievement

Reference: p. 92

______________________________________________________________________________

62.  The emergence of the professional manager who tends to move freely among companies, making many job changes over the course of his/her working life, is an example of

A.  psychological success

*B.  career adaptability

C.  career identity

D.  organizational accommodation

E.  objective success

Reference: p. 91

______________________________________________________________________________

63.  Career adaptability has become significant since the 1980s partly because

A.  countless jobs have opened up for which most people are totally untrained

B.  massive federal programs exist offering career-change training to workers at


all levels

*C.  there have been cutbacks in employment at all organizational levels, coupled


with shifts to lower paying service sector jobs

D.  retrenchment in organizations which has effected employment in all but


managerial and professional jobs

Reference: p. 91, 92

______________________________________________________________________________

64.  Corporate downsizing in recent years would seem to place more importance on a person’s 

A.  psychological success

B.  career attitudes

C.  reading habits

*D.  career adaptability

Reference: p. 91, 92

______________________________________________________________________________

______________________________________________________________________________

65.  The middle aged physician recently decided to quit taking night and weekend calls and just do office work.  He said,  "I have put in my dues; my children are out of school; I want to keep my hand in the work, but I don't need to work so hard anymore.  "What measure of career success is he using?

*A.  career performance

B.  career objectivity

C.  career identity

D.  career activities

Reference: p. 92

______________________________________________________________________________

66.  When less effective performers are promoted because they have similar attitudes to those who evaluate them, this is called

A.  illegal discrimination

B.  failure bias error

*C.  good enough theory of promotion

D.  attitude fit theory

Reference: p. 93

______________________________________________________________________________

67.  According to the “Good Enough Theory of Promotion”

A.  people with disruptive attitudes get promoted if their performance is good


enough

*B.  people who are not the best performers can get promoted if their attitudes are


appropriate

C.  a company’s promotions are “good enough” to be legal under federal statutes

D.  women who are good enough to outperform 50% of men are deemed


profitable

Reference: p. 93

______________________________________________________________________________

68.  After 15 years with the company, Bill was more than pleased with his job and his pay and benefits.  Bill was experiencing

A.  career adaptability

B.  objective career success

C.  performance satisfaction

*D.  psychological career success

Reference: p. 93

______________________________________________________________________________

______________________________________________________________________________

69.  Duane worked his last 26 years for the local electric company, and retired with a comfortable pension.  Duane followed 

A.  an expert career path

B.  his family’s advice

C.  a security career path

*D.  a linear career path

Reference: p. 94

______________________________________________________________________________

70.  Sophie earned her medical degree, and throughout her career was able to focus on early childhood diseases by working in a hospital and a research institute.  She followed a 

A.  a linear career path

*B.  an expert career path

C.  a split-time pattern

D.  an atypical path

Reference: p. 94

______________________________________________________________________________

71.  Samantha decided with her husband that his job would determine where they lived.  For herself, because of her varied talents, she worked at several different jobs over the years, enjoying her independence and use of her skills.  Samantha pursued

*A.  a transitory career path

B.  a spiral career path

C.  a personal sacrifice path

D.  an expert career path

Reference: p. 95

______________________________________________________________________________

72.  During the __________ period, the person begins to acquire the foundation upon which later skills and work values may be developed.

A.  novice

B.  retirement

C.  establishment

D.  late career

*E.  exploration

Reference: p. 96

______________________________________________________________________________

______________________________________________________________________________

73.  In which stage does an individual learn how to respond to authority figures?

*A.  early socialization

B.  life socialization

C.  preliminary work socialization

D.  organization socialization

E.  career socialization

Reference: p. 96

______________________________________________________________________________

74.  When parents raise a child in what is called an "avoidance" approach, the child's later orientation and career are

A.  virtually unaffected

B.  likely to involve employment in service or business organizations

*C.  away from interpersonal situations and more toward science and outdoor


careers


D.  toward self-destructive failure

Reference: p. 97

______________________________________________________________________________

75.  The socioeconomic status of a family seems to help determine whether the children will

*A.  become professionals or work in service trades

B.  have any chance of success in life

C. get into trouble with teachers in their educational programs

D. have access to entertainment options

Reference: p. 97

______________________________________________________________________________

76.  Fathers from upper classes, compared to fathers from lower classes, place more value on 

A.  conformity and tact

B.  self-direction and conformity

*C.  self-direction and less value on conformity

D.  happiness as opposed to earnings

Reference: p. 97

______________________________________________________________________________

77.  Which of the following is an effect of specializing training?

A.  a person learns certain things

B.  a person doesn't learn certain things

C.  a person learns to think and attack problems in a certain way

D.  a person develops expectations about work

*E.  all of the above

Reference: p. 98

______________________________________________________________________________

______________________________________________________________________________

78.  On what do people base their selections of careers?

A.  self perceptions

B.  personality

C.  probability of success

D.  congruent orientations

*E.  all of the above

Reference: p. 99

______________________________________________________________________________

79.  Occupational socialization refers primarily to

*A.  acquiring the values, perspectives and ways of thinking characteristics of a


chosen field

B.  learning the skills needed to perform a particular job

C.  acquiring a positive self image

D.  developing a task competence

Reference: p. 98

______________________________________________________________________________

80.  Work and occupational socialization

A.  occurs mainly in professional schools

B.  is dominated by sibling occupational choices

*C.  can occur at home, on jobs, or in a variety of educational settings

D.  does not effectively occur before college years so as to keep options open as


long as possible

Reference: p. 99

______________________________________________________________________________

81.  In deciding among possible jobs to take, students identified a “favorite” job and then 

A.  stopped their search and went for their favorite

B.  found themselves somewhat depressed that the choices weren’t that good

C.  waited several days just thinking about the favorite before taking action

*D.  continued their search to resolve uncertainties and conform their favorite

Reference: p. 99, 100

______________________________________________________________________________

82.  The key elements one must deal with once one has joined a particular organization are

A.  changes in health and retirement benefits

*B.  norms of involvement and performance

C.  self perceptions and family demands

D.  friendships versus personal relationships

Reference: p. 100

______________________________________________________________________________

______________________________________________________________________________

83.  Leesa Toscalini noted that the managers at the company where she just started work 

show that they are hard workers by coming to work early and never staying late.  This is an example of 

A.  norms of performance

B.  occupational socialization

*C.  norms of involvement

D.  specialized training

Reference: p. 100

______________________________________________________________________________

84.  The psychological contract refers to

A.  an agreement to work as hard as one can

*B.  mutual expectations between the organization and its members

C.  the contract that an individual signs when s/he starts to work at an


organization

D.  an agreement that protects the individual from undue psychological distress at 


work

E.  a statement of the expectations an organization has of its employees

Reference: p. 100

______________________________________________________________________________

85.  Steve Suton thought he would like working for a big accounting firm but after three

months he realized that he didn't like being a minnow in a shark pool.  This is an example of __________ during organization entry.

A.  change

*B.  surprise and sensemaking

C.  accommodation

D.  contrast

Reference: p. 102

______________________________________________________________________________

86.  Certain widely practiced recruiting practices


A.  cause applicants to almost always decline the one job they should have taken


B.  cost companies 10-15 times the amount of money they need to spend


C.  encourage hiring people who are exact opposites of what the employer needs

*D.  encourage positive but inaccurate expectations about the organization


E.  are currently illegal

Reference: p. 102

______________________________________________________________________________

______________________________________________________________________________

87.  One way to reduce unrealistic expectations on the part of applicants it to

*A.  provide applicants with better information

B.  not recruit people who have them

C.  use an employment agency

D. hire part-timers

Reference: p. 102

______________________________________________________________________________

88.  Individuals entering organizations as part of a group, as compared to those entering as an individual


*A.  had higher job satisfaction and less conflict in job and family roles

B.  were more likely to quit the job sooner due to comparisons made  with others


in the group

C.  were more likely to marry a fellow employee

D.  were more able to reject pivotal norms

Reference: p. 102

______________________________________________________________________________

89.  Organizational accommodation refers to the process of

A.  ignoring the conflicts between outside interests and work interests

B.  acquiring high worker satisfaction

*C.  mutual adaptation between the organization and the individual of


expectations and behavior

D.  shaping the individual into a typical employee

E.  achieving task competence

Reference: p. 102

______________________________________________________________________________

90.  In which stage does a person truly settle into a career and earn some measure of authority in their place of work?

A.  exploration stage

B.  late career stage

*C.  establishment stage

D.  commitment stage

Reference: p. 103

______________________________________________________________________________

______________________________________________________________________________

91.  The personality orientation with the strongest commitment to the organization, the place of work is the 

A.  Machiavellian

*B.  organizationalist

C.  indifferent

D.  dedicational

Reference: p. 103

______________________________________________________________________________

92.  The “indifferent” personality orientation toward work

A.  could care less about the quality and quantity of their performance

*B.  seek higher-order need satisfaction outside the work organization

C.  rarely stays long on any one job or with any one organization

D.  actively seeks ways to become eligible for unemployment benefits

Reference: p. 103, 104

______________________________________________________________________________

93.  Some people are commitment to their organization and job because they identify with what the organization stands for.  This type of commitment is called

A.  spiral

B.  continuance

C.  cognitive

*D.  affective

Reference: p. 105

______________________________________________________________________________

94.  The growth of women in the work force in recent years

*A.  extends into occupations and careers that were traditionally male-dominated

B.  remains within traditionally female-dominated occupations such as teaching 


and nursing

C.  has been mainly in high-skilled blue collar jobs

D.  has been warmly welcomed by men

E.  has declined dramatically

Reference: p. 108

______________________________________________________________________________

95.  If it is agreed that women perform as well as men on the job, then it is inconsistent that women

A.  are not promoted as quickly as men

B.  are not selected for higher level positions

C.  do not have as much responsibility in their job

*D.  do not receive equivalent compensation

Reference: p. 109

______________________________________________________________________________

______________________________________________________________________________

96.  Women have different work expectations about __________ than men.

A.  position and salary

*B.  promotions and salary

C.  promotions and benefits

D.  position and benefits

Reference: p. 110

______________________________________________________________________________

97.  Women holding positions in traditionally male occupations

A.  achieve top management positions but not law partnerships

B.  are evaluated on their ability rather than their effort

*C. still fail to achieve status equal to men

D. achieve equal status with males, but only in the professions such as medicine and law

Reference: p. 110

______________________________________________________________________________

98.  A general effect of dual-career situations is that

A.  both wives and husbands are satisfied with life and work, and experience very


little stress

B.   the wife feels more stress, but the husband experiences less

C.   the husband's stress level increases, but the wife feels very little stress

*D.   increased stress levels seem to occur for both partners

E.   each partner's rate of promotion on the job increases sharply

Reference: p. 111

______________________________________________________________________________

99.  The increase in dual career couples can be attributed to financial necessities, however researchers believe that these couples have more

A.  arguments with co-workers

*B.  job stress

C.  promotions

D.  job satisfaction

Reference: p. 111

______________________________________________________________________________

100.  The promotion to and acceptance into management positions for Hispanic Americans

*A.  is extremely low

B.  is low, but exceeds that of women

C.  is improving at a remarkable pace

D.  is slower that Asian Americans but faster that African Americans

Reference: p. 112

______________________________________________________________________________

______________________________________________________________________________

101.  Job and career opportunities for minorities


A.  are on a par with all other groups, thanks to strong anti-discrimination



legislation

*B.  suffer in part because of biases in hiring and promotion


C.  are better if they use private employment agencies


D.  are bad despite the fact that they score very high on cognitive ability tests

Reference: p. 112

______________________________________________________________________________

102.  What should an individual consider in managing his/her own career?

A.  goals

B.  areas of competence

C.  mobility

D.  performance

*E.  all of the above

Reference: p. 113-115

______________________________________________________________________________

Chapter 5

Theories of Motivation

______________________________________________________________________________

1.  Improved performance through increased motivation can create costs to the organization.

*TRUE*

Reference: p. 122, 123

______________________________________________________________________________

2.  Poor motivation and performance is usually correctly attributed to the worker and not the management.

*FALSE*

Reference: p. 123

______________________________________________________________________________

3.  Performance is a function of ability times motivation.

*TRUE*

Reference: p. 123

______________________________________________________________________________

4.  Regardless of motivation, a person with higher ability will always outperform a person of lower ability.

*FALSE*

Reference: p. 123

______________________________________________________________________________

5.  Motivation can eliminate any performance differences based on ability if it is high enough.

*FALSE*

Reference: p. 124

______________________________________________________________________________

6.  A performance component is a discrete subtask of a job requiring its own abilities to perform well.

*TRUE*

Reference: p. 124

______________________________________________________________________________

7.  Contextual performance components are behaviors that exceed formal requirements and involvement in the job.

*TRUE*

Reference: p. 124

______________________________________________________________________________

______________________________________________________________________________

8.  Sportsmanlike behavior is an example of a contextual performance component.

*TRUE*

Reference: p. 125

______________________________________________________________________________

9.  People must be equally skilled on all the required performance components of their job in order to succeed.

*FALSE*

Reference: p. 125, 126

______________________________________________________________________________

10. In skill dominated work, technology can still have an effect of performance.

*TRUE*

Reference: p. 125

______________________________________________________________________________

11.  When technology is substituted for a human skill, the cost is almost always some lower quality and less dependable performance.

*FALSE*

Reference: p. 127

______________________________________________________________________________

12.  All managerial strategies to effect motivation MUST operate within the technological constraints of the work situation.

*TRUE*

Reference: p. 126

______________________________________________________________________________

13.  Motivation is sometimes viewed as a management activity.

*TRUE*

Reference: p. 127

______________________________________________________________________________

14.  The definitions of motivation in psychology and management differ in that psychology focuses on an internal state, while management focuses on behavior.

*TRUE*

Reference: p. 127

______________________________________________________________________________

15.  An aroused need is a strong motivator of behavior.

*TRUE*

Reference: p. 130

______________________________________________________________________________

______________________________________________________________________________

16.  Self actualization needs are individual desires to achieve one's potential.

*TRUE*

Reference: p. 131

______________________________________________________________________________

17.  Self actualization and esteem needs are primary needs.

*FALSE*

Reference: p. 131, 132

______________________________________________________________________________

18.  Research indicates that there is validity to need theory.

*TRUE*

Reference: lecture

______________________________________________________________________________

19.  Herzberg’s two-factor theory argues that hygiene factors such as pay can create dissatisfaction as well as become a major source of dissatisfaction.

*FALSE*

Reference: p. 133

______________________________________________________________________________

20.  According to two-factor theory, the absence of “motivating” factors will not produce dissatisfaction in most people.

*TRUE*

Reference: p. 133

______________________________________________________________________________

21.  Two-factor theory argues that to improve performance, managers should focus on hygiene factors.

*FALSE*

Reference: p. 133

______________________________________________________________________________

22.  Herzberg’s two-factor theory is popular because other studies using different research methodologies come up with similar conclusions.

*FALSE*

Reference: p. 133, 134

______________________________________________________________________________

23.  The main thrust of the “job characteristics approach” is that the nature of the job tasks and requirements are a major source of motivation.

*TRUE*

Reference: p. 134

______________________________________________________________________________

______________________________________________________________________________

24.  In the “job characteristics approach” factors other than the job’s tasks have little motivational affects of a positive nature.

*TRUE*

Reference: p. 134

______________________________________________________________________________

25.  Internal work motivation is the drive an employee has to do a good job even though they are not motivated by the work itself.

*FALSE*

Reference: p. 134

______________________________________________________________________________

26.  The main source of internal work motivation is pay.

*FALSE*

Reference: p. 134

______________________________________________________________________________

27.  Feedback on performance is useful if it comes almost exclusively from co-workers and the immediate supervisor.

*FALSE*

Reference: p. 136

______________________________________________________________________________

28.  An employee with weak growth needs might be more resistant to more autonomy and more significant tasks.

*TRUE*

Reference: p. 137

______________________________________________________________________________

29.  Achievement/Power Theory is founded upon the concepts of motive and the force of motives on behavior.

*TRUE*

Reference: p. 137

______________________________________________________________________________

30.  Motives are networks in a hierarchy of importance.

*TRUE*

Reference: p. 137

______________________________________________________________________________

31.  Achievement and power motives are not learned but are innate.

*FALSE*

Reference: p. 137

______________________________________________________________________________

______________________________________________________________________________

32.  The achievement motive is developed based upon reinforcement for successes at an early age.

*TRUE*

Reference: p. 137

______________________________________________________________________________

33.  High achievers prefer situations in which they are challenged and can take credit for their successes.

*TRUE*

Reference: p. 138138

______________________________________________________________________________

34.  Individuals whose motivation is avoidance of failure prefer situations at an intermediate risk level.

*FALSE*

Reference: p. 138

______________________________________________________________________________

35.  McClelland found top level executives to be achievement motivated.

*FALSE*

Reference: p. 138

______________________________________________________________________________

36. Personalized power is manifested in people who enjoy one-to-one competition which they can dominate.

*TRUE*

Reference: p. 138

______________________________________________________________________________

37.  McClelland found that people with personalized power were more likely to be in leadership roles in organizations.

*FALSE*

Reference: p. 18

______________________________________________________________________________

38. People with a socialized power motive exercise power with a restraint and not for personal gain.

*TRUE*

Reference: p. 139

______________________________________________________________________________

39.  Neutral reinforcement is one of the four basic consequences that follow behavior.

*FALSE*

Reference: p. 140

______________________________________________________________________________

______________________________________________________________________________

40.  The use of reinforcement theory in actual work settings is just as easy as applying it in laboratory situations.

*FALSE*

Reference: lecture

______________________________________________________________________________

41.  Positive reinforcement involves desirable consequences which increase the likelihood that the behavior will recur in the future.

*TRUE*

Reference: p. 140

______________________________________________________________________________

42.  Negative reinforcement, as a consequence of behavior, is how avoidance learning takes 

place.

*TRUE*

Reference: p. 141

______________________________________________________________________________

43.  Negative reinforcement is rare, and explains very little about how we learn.

*FALSE*

Reference: p. 141

______________________________________________________________________________

44.  Punishment is a synonym for negative reinforcement.

*FALSE*

Reference: p. 141, 142

______________________________________________________________________________

45.  Punishment at work is particularly effective because it is not complicated with unintended side effects.

*FALSE*

Reference: p.142

______________________________________________________________________________

46.  Punishment of one worker sends out a clear and unambiguous message to other workers regarding what is expected of them.

*FALSE*

Reference: p. 142

______________________________________________________________________________

47.  Extinction involves the cessation of an already established reinforcer.

*TRUE*

Reference: p. 142

______________________________________________________________________________

______________________________________________________________________________

48.  Under a continuous reinforcement schedule, a behavior is reinforced each time it occurs.

*TRUE*

Reference: p. 143

______________________________________________________________________________

49.  Continuous schedules of reinforcement are popular at work because supervisors find them easy to apply on an interpersonal basis.

*FALSE*

Reference: p. 143

______________________________________________________________________________

50.  A fixed interval schedule of reinforcement produces behavior that is even and regular between reinforcements.

*FALSE*

Reference: p. 143

______________________________________________________________________________

51.  Variable interval reinforcement schedules are highly predictable by the learner.

*FALSE*

Reference: p. 144

______________________________________________________________________________

52.  Under a fixed ratio reinforcement schedule, all behavioral responses are reinforced.

*FALSE*

Reference: p. 144, 145

______________________________________________________________________________

53.  A variable-ratio reinforcement schedule encourages many repetitions of behaviors, such as in gambling behavior.

*TRUE*

Reference: p. 145

______________________________________________________________________________

54.  Behaviors learned through partial reinforcement schedules are less permanent than those learned under continuous reinforcement schedules.

*FALSE*

Reference: p. 145

______________________________________________________________________________

55.  Behavior shaping refers to a method through which behaviors are changed in increments.

*TRUE*

Reference: p. 145

______________________________________________________________________________

______________________________________________________________________________

56.  Substitute behaviors can be used to effectively replace undesirable behaviors.

*TRUE*

Reference: p. 145

______________________________________________________________________________

57.  Transfer of learning from one situation to another works best when, contrary to popular belief, the two situations are very different.

*FALSE*

Reference: p. 146

______________________________________________________________________________

58.  Expectancy theory states that people assess the costs and benefits of available options and choose those with the most preferred results.

*TRUE*

Reference: p. 146

______________________________________________________________________________

59.  Effort-performance expectancy refers to an individual’s estimate of the probability of a certain performance level resulting from effort.

*TRUE*

Reference: p. 147

______________________________________________________________________________

60.  Performance-outcome expectancy is an individual's estimate of the outcome of a change in effort.

*FALSE*

Reference: p. 147

______________________________________________________________________________

61.  Effective application of expectancy theory should include knowing what employees value.

*TRUE*

Reference: p. 150

______________________________________________________________________________

62.  Valences are the component preferences of expected outcomes.

*TRUE*

Reference: p. 150

______________________________________________________________________________

63.  Goal setting theory says that difficult goals result in better performances than easy goals.

*TRUE*

Reference: p. 150

______________________________________________________________________________

______________________________________________________________________________

64.  The effect of participation in setting goals is positive regardless of whether the employee is committed to the goals set.

*FALSE*

Reference: p. 150, 151

______________________________________________________________________________

65.  When specific goals are met, feedback becomes unimportant.

*FALSE*

Reference: p. 151

______________________________________________________________________________

66.  People with high self-esteem work harder to achieve goals than do people with low self-esteem.

*TRUE*

Reference: p. 151

______________________________________________________________________________

67. Goal complexity poses no difficulties to goal setting theory.

*FALSE*

Reference: p. 151

______________________________________________________________________________

68.  Equity theory measures motivation by studying employees' financial stake in their jobs 

and the organization.

*FALSE*

Reference: p. 151, 152

______________________________________________________________________________

69.  In equity theory, inputs are those attributes a worker brings to the job and which the worker feels are relevant to the job.

*TRUE*

Reference: p. 152

______________________________________________________________________________

70.  Employees who feel they are underpaid relative to others often show lower quality work.

*TRUE*

Reference: p. 152, 153

______________________________________________________________________________

71.  Modifying inputs and outputs can bring balance to inequity.

*TRUE*

Reference: p. 154

______________________________________________________________________________

______________________________________________________________________________

72.  Inequity cannot be balanced by psychological means.

*FALSE*

Reference: p. 154

______________________________________________________________________________

73.  Procedural justice theory deals with how people feel about the fairness of how decisions are made.

*TRUE*

Reference: p. 154

______________________________________________________________________________

74.  Having some control over a decision does not seem to contribute to an employee’s sense of procedural justice.

*FALSE*

Reference: p. 155

______________________________________________________________________________

75.  When the outcome of a decision is favorable to a person, they are not likely to show dissatisfaction with the procedure used to make the decision.

*TRUE*

Reference: p. 156

______________________________________________________________________________

76.  The underlying value or belief in Western society that relates to the concept of motivation to perform is 

A.  the Bill of Rights

B.  the right to be an entrepreneur

C.  the concept of individual freedom

*D.  the idea of a work ethic

Reference: p. 122
______________________________________________________________________________

77.  When one worker produces more than another worker with the same ability and pay level, managers falsely assume

*A.  that cost-free motivation explains the performance difference

B.  equipment differences, not motivation, account for the difference in performance

C.  their leadership style can really make a difference

D.  the performance difference is likely to be temporary

Reference: p. 122, 123

______________________________________________________________________________

______________________________________________________________________________

78.  Performance is primarily a function of what two factors?

*A.  ability and motivation

B.  ability and needs

C.  motivation and the environment

D.  motivation and results

Reference: p. 123
______________________________________________________________________________

79.  Most jobs have


A.  a single overall indicator of performance


B.  requirement for applying a single dominant skill

*C.  several key performance components


D.  only one key performance component; all others are trivial in overall job success

Reference: p. 124

______________________________________________________________________________

80.  Which of the following is true of performance components?


A.  most jobs have only one or two performance components


B.  ability varies across components, but motivation is consistent across


components

*C.  a worker may be motivated more to do some other components 


D.  ability is constant across components, but motivation is not constant

Reference: p. 124

______________________________________________________________________________

81.  Altruistic behavior, conscientiousness, and courtesy are examples of 


A.  pre-social behavior

*B.  contextual performance components


C.  civic virtue


D.  formal task requirements

Reference: p. 125

______________________________________________________________________________

82.  In the motivation/results model, technology refers to 

*A.  the methods, tools, facilities and equipment used in performing tasks


B.  whether or not the job uses high-tech equipment


C.  the ratio of clerical to technical employees


D.  the tools and equipment utilized on a job, but not the methods or work flow

Reference: p. 125

______________________________________________________________________________

______________________________________________________________________________

83.  In technology-dominated work, __________ is the most important factor.

*A.  the type of equipment


B.  human skills


C.  motivation


D.  participation

Reference: p. 125, 126

______________________________________________________________________________

84. Which is a technology dominated job?


A.  lawyer

*B.  printing press operator


C.  taxicab driver


D.  teacher

Reference: p. 125, 126

______________________________________________________________________________

85.  Which of the following is true about the effects of technology?

*A.  it tends to set the lower and upper limits on performance


B.  it is efficient, but frequently unreliable 


C.  a worker’s competence can always take performance above the limits set by



technology


D.  technology has a balanced effect across performance components of a job

Reference: p. 125, 126

______________________________________________________________________________

86.  Managerial motivation strategies attempt to


A.  change technologies to increase performance


B.  give managers incentives to perform better


C.  enlarge the bounds of the employment contract


D.  teach people how to better use technology

*E.  affect human input factors within given technological constraints

Reference: p. 127

______________________________________________________________________________

87. Which of the following is TRUE concerning motivation?


A.  motivation is an internal mental state of an individual which causes him or her to 



behave


B.  motivation is a psychological process


C.  motivation is an activity


D.  motivation is something people do to induce others to behave in a particular


way

*E.  all of the above

Reference: p. 127

______________________________________________________________________________

______________________________________________________________________________

88.  Motivation has at least two different connotations.  These are

A.  a mental and an physiological state

*B.  a management activity and a mental state of a person


C.  ability and performance


D.  a positive connotation and a negative one

Reference: p. 127

______________________________________________________________________________

89. A theory of motivation that focuses on the way motivation occurs is called 
a __________ theory.


A.  content


B.  need

*C.  process


D.  expectancy


E.  product

Reference: p. 128

______________________________________________________________________________

90.  Which of the following is true of all kinds of motivation theories?


A.  each theory is equally applicable to organizational setting


B.  each theory has need and expectancy dimensions

*C.  each theory has content and process dimensions


D.  each theory has been purged of manipulation


E.  each theory is focused solely on the psychological processes

Reference: p. 128

______________________________________________________________________________

91.  Content theories of motivation 


A.  have no process components or implications


B.  are the most valid theories

*C.  deal with “what” motivates behavior


D.  are best reflected in goal-setting theory

Reference: p. 128

______________________________________________________________________________

92.  Need theory is a problem for managers to apply because

*A.  it is not an easy matter to translate human needs into a management action or


strategy


B.  need satisfaction is near impossible to measure


C.  motivation ceases forever once a need is satisfied


D.  needs are excessively expensive to satisfy

Reference: p. 130

______________________________________________________________________________

______________________________________________________________________________

93.  Maslow's need hierarchy theory can be summarized by saying that individuals are motivated __________.


A.  to satisfy the highest unsatisfied need


B.  by fulfilled needs


C.  by an interaction of needs

*D.  to satisfy the lowest unsatisfied need


E.  to satisfy others' needs

Reference: p. 131, 132

______________________________________________________________________________

94.  Which need is called the "highest order need"?

*A.  self actualization


B.  belonging


C.  esteem


D.  physiological

E.  safety

Reference: p. 131, 132

______________________________________________________________________________

95.  An individual who has a good job with sufficient and fair pay, benefits, and working conditions but has to work alone all day is most likely to be motivated to fulfill his/her __________ need.


A.  esteem

*B.  belonging


C.  self actualization


D.  safety


E.  physiological

Reference: p. 132

______________________________________________________________________________

96.  Which needs are the primary needs?

*A.  physiological and safety


B.  physiological and esteem


C.  esteem and belonging


D.  self actualization and esteem


E.  physiological, safety, and belonging

Reference: p. 131, 132

______________________________________________________________________________

______________________________________________________________________________

97.  What was the major contribution of Herzberg’s two factor theory?


A.  it separates higher order from lower order needs

*B.  it identified some factors that can motivate people

C.  it identified factors that can switch a person from being dissatisfied to satisfied

D.  it proved that satisfaction leads to higher productivity

E.  it identified general factors or needs that can be influenced in the workplace

Reference: p. 133

______________________________________________________________________________

98.  Which of the following is a hygiene factor?


A.  responsibility


B.  achievement

*C.  technical supervision

D.  advancement

E.  the work itself

Reference: p. 133

______________________________________________________________________________

99.  What is the difference between a hygiene factor and a motivator?


A.  the presence of hygiene factors motivates, while the absence of motivator factors


demotivates


B.  satisfaction is guaranteed if management has taken care of hygiene factors

*C.  the absence of hygiene factors leads to dissatisfaction, while the absence of



motivator factors leads to lack of satisfaction

D.  the presence of hygiene factors leads to dissatisfaction, while the presence of


motivator factors leads to satisfaction

E.  motivators take care of lower order needs and hygiene factors take care of higher


order needs

Reference: p. 133

______________________________________________________________________________

100.  In the job characteristics model, manipulation of the core job dimensions is aimed at affecting critical psychological states of the person.  Among these are


A.  autonomy

*B.  experienced meaningfulness of the work and responsibility for work outcomes


C.  reduced absenteeism and lateness


D.  heightened quantity of performance goals

Reference: p. 135

______________________________________________________________________________

______________________________________________________________________________

101.  In the job characteristics model which focuses on job design, which of the following are examples of core job dimensions?

*A.  skill variety, task significance, and feedback


B.  quality of work performance


C.  task identity and work meaningfulness


D.  performance, absenteeism and turnover


E.  none of the above

Reference: p. 135, 136

______________________________________________________________________________

102.  In job design strategies, feedback is aimed at affecting


A.  superior-subordinate compatibility


B.  peer or coworker cooperation


C.  employee satisfaction

*D.  knowledge of results and of the adequacy of work performance

Reference: p. 136

______________________________________________________________________________

103.  Task identity refers to


A.  the number of abilities a worker uses on the job

*B.  the extent to which a worker is responsible for a whole job


C.  the degree to which the worker identifies with the difficulty of the goal assigned



to her/him


D.  tasks which the company identifies as critical to product quality

Reference: p. 136

______________________________________________________________________________

104.  The main factor that determines haw or whether an employee responds favorably to manipulation of core job dimensions is


A.  quality of management communication

*B.  growth need strength


C.  the employee's age


D.  number of years on the job

Reference: p. 137

______________________________________________________________________________

105.  Motives, according to McClelland, __________.

*A.  are clusters of expectancies


B.  are the same things as needs


C.  are based on expectancy theory


D.  are innate

Reference: lecture

______________________________________________________________________________

______________________________________________________________________________

106.  Individuals who have high achievement motives prefer situations in which __________.

*A.  success must be attained by their own efforts


B.  success must be attained at any cost


C.  there is a high risk level


D.  there is little or no feedback

Reference: p. 138

______________________________________________________________________________

107.  If a person seeks situations where the probability of success is approximately 50% then s/he is motivated by __________.


A.  the avoidance of failure motive

*B.  the achievement motive


C.  the esteem motive


D.  the power motive


E.  the affiliation motive

Reference: p. 138

______________________________________________________________________________

108.  Mr. D.R. Tanyon has a reputation in his office of always needing to win disagreements, showing off, and trying to tell people what to do.  What motivates him predominantly?


A.  achievement motive


B.  belonging motive


C.  affiliation motive


D.  avoidance of failure motive

*E.  power motive

Reference: p. 138

______________________________________________________________________________

109.  Which type of person is most likely to be in leadership roles in social organizations?


A.  the personalized power motive


B.  the affiliation motive

*C.  the socialized power motive


D.  the achievement motive


E.  the esteem motive

Reference: p. 139

______________________________________________________________________________

110.  What are the two major factors in reinforcement theory?


A.  reinforcement schedules and nature of stimuli


B.  timing and strength of response


C.  nature of stimuli and complexity of learning task

*D.  consequences and reinforcement scheduling

Reference: p. 140

______________________________________________________________________________

______________________________________________________________________________

111.  When a positive reinforcer is linked with a behavior, it __________ the probability that behavior will reoccur.


A.  decreases

*B.  increases

C.  doesn’t change

D.  is independent of 

Reference: p. 141

______________________________________________________________________________

112.  The key idea in __________ theory is that behavior is a function of its consequences.


A.  need

*B. reinforcement


C. equity


D. goal setting


E. expectancy

Reference: p. 140

______________________________________________________________________________

113.  Positive reinforcement leads to a(n) __________ in behavior due to the association of __________ consequences with that behavior.


A.  decrease; undesirable


B.  change; constant

*C.  increase; desirable


D.  increase; undesirable

Reference: p. 141

______________________________________________________________________________

114.  Filling your car with gas before the tank is empty is probably an example of __________


A.  classical conditioning


B.  positive reinforcement

*C.  avoidance learning


D.  extinction

Reference: p. 141

______________________________________________________________________________

115.  Negative reinforcement leads to an increase in desirable behavior due to the __________ of __________ consequences.


A.  change; uncontrollable


B.  addition; undesirable

*C. removal, undesirable


D. removal; desirable

Reference: p. 141

______________________________________________________________________________

______________________________________________________________________________

116.  Why is punishment a questionable means of changing behavior?


A.  it can be painful


B.  it must be used with a desirable reinforcement


C.  it is difficult to take things away from people

*D.  it can create a negative atmosphere and may diminish desired behaviors

Reference: p. 142

______________________________________________________________________________

117.  If a boss fails to say hello to a worker when that worker comes to work late, then the boss is using __________.

*A.  extinction


B.  punishment


C.  positive reinforcement


D.  avoidance behavior

Reference: p. 142

______________________________________________________________________________

118.  It is easiest to learn behaviors under what kind of reinforcement schedule?


A.  fixed ratio


B.  fixed interval


C.  variable ratio

*D.  continuous

Reference: p. 143, 144

______________________________________________________________________________

119.  What is a fixed interval schedule?


A.  reinforcement occurs for every set number of targeting behaviors


B.  reinforcement occurs every time a targeted behavior occurs

*C.  reinforcement occurs after every set amount of time


D.  reinforcement occurs at the second targeted behavior in every set period of time

Reference: p. 143

______________________________________________________________________________

120.  When Joe first worked at the plant, every worker had an assigned parking space.  That is no longer the case, but Joe really likes to get the space he always used to have.  He has found that if he gets it two days in a row, sometimes he gets it Monday and the not again until Friday.  But Joe keeps on leaving home early to try to get that space.  Why is Joe so motivated to get that space, according to reinforcement theory?


A.  Joe is on a continuous reinforcement schedule


B.  Joe is on a fixed reinforcement schedule


C.  Joe’s behavior is being extinguished

*D.  Joe is on a variable interval reinforcement schedule

Reference: p. 144

______________________________________________________________________________

______________________________________________________________________________

121.  Which of the following is on a fixed ratio reinforcement schedule?

*A.  piece-rate pay


B.  feed time at the zoo


C.  weekly paychecks


D.  slot machines

Reference: p. 144, 145

______________________________________________________________________________

122.  Most of what we learn is based upon __________ reinforcement schedules.


A.  continuous

*B.  partial


C.  contiguous


D.  complete

Reference: lecture

______________________________________________________________________________

123.  Reinforcing small increments of behavior which are similar to those which are desired is called __________.


A.  extinction


B.  vicarious learning


C.  modeling

*D.  behavior shaping

Reference: p. 145

______________________________________________________________________________

124.  When a behavior is resistant to change, what is an advisable method of changing behavior?


A.  punishment


B.  extinction

*C.  behavior shaping


D.  negative reinforcement

Reference: p. 145

______________________________________________________________________________

125.  The principle that applies when we expect employees to apply what they learned in a classroom to on-the-job work is called


A.  expectancy application


B.  cross-situational task application


C.  managerial hope syndrome

*D.  transfer of learning

Reference: p. 145

______________________________________________________________________________

______________________________________________________________________________

126  Which of the following is TRUE concerning expectancy theory?


A.  ability has no impact on performance


B.  people are focused on needs

*C.  people are motivated to get results which they desire


D.  people are primarily motivated by their fear of failure


E.  people are not sophisticated enough to deal with probabilities

Reference: p. 146

______________________________________________________________________________

127.  A(n) __________ is an individual's estimate or judgment of the likelihood that some event will occur.


A.  belief


B.  outcome


C.  valence

*D.  expectancy


E.  probability

Reference: p. 147

______________________________________________________________________________

128.  The Effort-Performance expectancy refers to the __________.


A.  objective, observable probability that effort and performance are related


B.  continuum of possible motivations

*C.  subjective probability that a certain level of effort will lead to a certain level of


performance


D.  continuum along which expectancy theory places motivation


E.  subjective probability that a certain performance level will lead to a certain level



of outcome

Reference: p. 147

______________________________________________________________________________

129.  If making an "A" in this course is very important to you, then __________.

*A.  this outcome has a high positive valence


B.  this expectancy has a high positive valence


C.  the effort to performance expectancy is high


D.  the performance to outcome expectancy is high


E.  the grade has a low positive valence

Reference: p. 150

______________________________________________________________________________

______________________________________________________________________________

130.  How motivated an individual is going to be will be affected by __________.


A.  the probability that a large amount of effort will result in high performance


B.  the probability that high performance will be rewarded


C.  how important the reward is


D.  the valence of the outcome

*E.  all of the above

Reference: p. 146, 147

______________________________________________________________________________

131.  Sam has an IQ of 150 and has always done well in business classes.  He wants to preserve his 4.0 grade average.  He is taking an Economics course from a professor who hasn't given an "A" or a 4.0 in 15 years, but gives everyone in the class a "B" or 3.0.  How motivated is Sam?


A.  not very motivated because the outcome has a low negative valence


B.  not very motivated because he has a low effort-performance expectancy

*C.  not very motivated because he has a low performance-outcome expectancy


D.  very motivated because the outcome has a high positive valence


E.  very motivated because he has a high effort-performance expectancy

Reference: p. 147

______________________________________________________________________________

132. According to goal setting theory, which of the following will increase performance?


A.  difficult goals


B.  specific goals


C.  self set goals


D.  feedback

*E.  all of the above

Reference: p. 150, 151

______________________________________________________________________________

133. Which is NOT a key factor of goal setting theory?


A.  specificity


B.  clarity

*C.  equity


D.  feedback

Reference: p. 150, 151

______________________________________________________________________________

______________________________________________________________________________

134.  According to goal setting theory, __________ lead to higher performance.


A.  easy goals


B.  general goals


C.  assigned goals

*D.  hard goals


E.  all of the above

Reference: p. 150

______________________________________________________________________________

135.  Participation is goal setting


A.  improves performance on the goal


B.  has no relationship to performance, direct or indirect

*C.  can improve performance if the goal is accepted and information regarding

      the goal is shared


D.  is mistrusted by most workers

Reference: p. 150, 151

______________________________________________________________________________

136.  Equity theory is based on the premise that __________.


A.  people want all things to be equal

*B.  people are motivated to maintain fair relationships with others


C.  people are motivated to get whatever they can


D.  people compare what they have now to what they would like to have


E.  people are motivated to raise their status in life

Reference: p. 152

______________________________________________________________________________

137.  According to equity theory, __________ create(s) a situation which people are motivated to change.


A.  equity


B.  fairness


C.  inputs

*D.  inequity


E.  outcomes

Reference: p. 152, 153

______________________________________________________________________________

______________________________________________________________________________

138.  You put in 25 hours studying for an essay exam and your identical twin puts in 5 hours.  You made a "B" and s/he made an "A".  This is a situation of __________.


A.  equity


B.  satisfaction


C.  over reward

*D.  underpayment inequity


E.  overpayment inequity

Reference: p. 152, 153

______________________________________________________________________________

139.  John and Sam had both worked at the same company for the same amount of time, did the same job, and otherwise had the same inputs, but John got paid $15.00/hour and Sam got paid $10.00/hour.  What does equity theory predict John will do?


A.  John would try to lower his outcomes, for example, he might try to get a pay



raise


B.  John would convince Sam that he should work harder


C.  John would rationalize his inputs as lower than Sam's


D.  John would try to lower his inputs, for example, he might start skipping work



some days

*E.  John would try to raise his inputs, for example, he might take a night course

Reference: p. 154

______________________________________________________________________________

140.  An employee may not like a management decision, but feels that management made the decision in a fair and open way.  This is an example of


A.  counter-equity theory

*B.  procedural justice theory


C.  egalitarian process theory


D.  equanimity theory

Reference: p. 154

______________________________________________________________________________

141.  Employees are more likely to experience procedural justice if they feel that 

*A.  they have some control, some input, and some knowledge of the decision


process


B.  they have a chance to vote on management ideas before they are implemented


C.  their managers tried to do their best in making decisions that affect them


D.  deadlines for key decisions that affect them were clearly communicated

Reference: p. 155

______________________________________________________________________________

Chapter 6

Applied Motivation Theories

______________________________________________________________________________

1.  When two employees differ in ability, managerial motivation strategies can do nothing to make their performance levels similar.

*FALSE*

Reference: p. 167

______________________________________________________________________________

2. Organization-wide implementation of an MBO program is necessary to use MBO effectively.

*TRUE*

Reference: p. 169

______________________________________________________________________________

3.  In Management by Objectives, we identify goals, coordinate efforts to reach them, emphasizing what and how we intend to arrive at them.

*TRUE*

Reference: p. 170

______________________________________________________________________________

4.  In MBO, superior and subordinate reach a consensus on goal identification, temporal expectations, means and appraisal methods.

*TRUE*

Reference: p. 170

______________________________________________________________________________

5.  Top management does not become involved in MBO programs until all subunits have reported their objectives and action plans.

*FALSE*

Reference: p. 170

______________________________________________________________________________

6.  Management by Objectives programs eliminate the need for a performance appraisal process.

*FALSE*

Reference: p. 170

______________________________________________________________________________

7.  Organization behavior modification programs use the principles of reinforcement theory to improve performance.

*TRUE*

Reference: p. 170, 171

______________________________________________________________________________

______________________________________________________________________________

8.  The key early step in positive-reinforcement programs is to record current notes on performance such as error rates in order to establish a baseline.

*TRUE*

Reference: p. 171

______________________________________________________________________________

9.  Baseline rates are measures of frequency and amounts of already defined behavior to be dealt with in an organization behavior modification program. 

*FALSE*

Reference: p. 171

______________________________________________________________________________

10.  It is generally more effective for supervisors to record organization behavior modification programs' progress charts than to utilize self‑monitoring.

*FALSE*

Reference: p. 172

______________________________________________________________________________

11.  Praise is a form of positive reinforcement.

*TRUE*

Reference: p. 172

______________________________________________________________________________

12.  Research shows that positive reinforcement program may be more effective in service organizations than in manufacturing firms.

*FALSE*

Reference: p. 172, 173

______________________________________________________________________________

13.  Financial reinforcers work better in service organizations, especially when social reinforcers are avoided.

*FALSE*

Reference: p.173

______________________________________________________________________________

14.  Gainsharing approaches work best in very large organizations.

*FALSE*

Reference: p.174

______________________________________________________________________________

______________________________________________________________________________

15.  The Scanlon plan requires both financial incentives and widespread participation by employees.

*TRUE*

Reference: p. 175

______________________________________________________________________________

16.  The Scanlon Plan requires mechanisms for communicating how well the participation system is working, as well as productivity and pay information.

*TRUE*

Reference: p. 175

______________________________________________________________________________

17.  Under the Scanlon Plan, production committees are usually dominated by managers.

*FALSE*

Reference: p. 175

______________________________________________________________________________

18.  Under the Scanlon Plan, a screening committee's duty is to find better ways to operate and produce.

*FALSE*

Reference: p. 175, 176

______________________________________________________________________________

19.  Under the Scanlon Plan, the screening committee is a plant wide group with equal representation from the workers and the management.

*TRUE*

Reference: p. 175

______________________________________________________________________________

20.  Under the Scanlon plan, cost savings from technological improvements are usually not paid out as a bonus.

*TRUE*

Reference: p. 176

______________________________________________________________________________

21.  High Involvement Organization is a powerful managerial approach because it focuses solely on one or two intensive techniques.

*FALSE*

Reference: p. 176

______________________________________________________________________________

______________________________________________________________________________

22.  Because of high motivation in high involvement organizations, there is little need to use incentives such as profit sharing.

*FALSE*

Reference: p. 176

______________________________________________________________________________

23.  The overall thrust of job enrichment calls for redesigning the various elements of an employee’s job.

*TRUE*

Reference: p. 176

______________________________________________________________________________

24.  Job enrichment is a common and integral part of high involvement strategies.

*TRUE*

Reference: p. 176

______________________________________________________________________________

25.  Combining tasks increases task identity and skill variety.

*TRUE*

Reference: p. 176

______________________________________________________________________________

26.  Letting a worker assemble an entire camera is an example of increasing task identity.

*TRUE*

Reference: p. 176

______________________________________________________________________________

27.  Forming natural work units increases the motivating potential of work.

*TRUE*

Reference: p. 177

______________________________________________________________________________

28.  If an employee‑client relationship can be established, feedback and autonomy can improve.

*TRUE*

Reference: p. 177

______________________________________________________________________________

29.  Vertical job loading involves enlarging the job or making it more complex by adding tasks of a higher level of difficulty.

*TRUE*

Reference: p. 177

______________________________________________________________________________

______________________________________________________________________________

30.  Horizontal job loading gives workers more autonomy.

*FALSE*

Reference: p. 177

______________________________________________________________________________

31.  Vertical loading a job through delegation should have little effect on autonomy.

*FALSE*

Reference: p. 177

______________________________________________________________________________

32.  Vertical job loading involves increasing the number of activities of a similar kind and level that a worker does.

*FALSE*

Reference: p. 177

______________________________________________________________________________

33.  Feedback must be interpersonal and face-to-face to be effective; written reports should not be used.

*FALSE*

Reference: p. 177

______________________________________________________________________________

34.  Self-directed work groups must be headed by a supervisor, not by a team member.

*FALSE*

Reference: p. 177

______________________________________________________________________________

35.  Self-directed work group members can take responsibility for training each other.

*TRUE*

Reference: p. 177, 178

______________________________________________________________________________

36.  Members of self-directed teams should never recommend discipline nor have a say in pay increases for other team members.

*FALSE*

Reference: p. 178

______________________________________________________________________________

37.  To insure quality performance in high involvement organizations, employees are encouraged not to rotate assignments.

*FALSE*

Reference: p. 178

______________________________________________________________________________

______________________________________________________________________________

38.  A skill-based pay system discourages employees from spending time learning new skills not required on their present job.

*FALSE*

Reference: p. 179

______________________________________________________________________________

39.  Skill-based pay systems can provide more flexibility in moving workers to different assignments.

*TRUE*

Reference: p. 179

______________________________________________________________________________

40.  Team-based incentives are disguised to foster healthy competition between members of a team.

*FALSE*

Reference: p. 179

______________________________________________________________________________

41.  Team-based incentives are a method to insure that team members who do less earn less.

*FALSE*

Reference: p. 179

______________________________________________________________________________

42.  At lease one level of management is usually added to help make high involvement strategies succeed.

*FALSE*

Reference: p. 179

______________________________________________________________________________

43.  Total quality management (TQM) focuses on improving products or services of an organization.

*TRUE*

Reference: p. 179

______________________________________________________________________________

44.  Total quality management (TQM) removes the need for special applications such as just-in-time inventory systems.

*FALSE*

Reference: p. 180

______________________________________________________________________________

______________________________________________________________________________

45.  Total quality management (TQM) is a substitute for management by objectives or behavior modification strategies.

*FALSE*

Reference: p. 180

______________________________________________________________________________

46.  Calling employees "associates" is one way to reduce the status differentials in organizations.

*TRUE*

Reference: p. 181

______________________________________________________________________________

47.  Screening new applicants is a more intense and careful process in high involvement organizations.

*TRUE*

Reference: p. 181

______________________________________________________________________________

48.  HIO “thick” screening processes eliminate the need for tests and interviews.

*FALSE*

Reference: p. 181

______________________________________________________________________________

49.  Research supports the fact that enriched jobs are associated with somewhat higher performance and job satisfaction.

*TRUE*

Reference: p. 182

______________________________________________________________________________

50.  Many improvements in employee satisfaction and performance may fade over time if not managed carefully.

*TRUE*

Reference: p. 182

______________________________________________________________________________

51.  In one study of 700 firms, HIO firms produced an estimated increase in shareholder value of $41,000 per employee.

*TRUE*

Reference: p. 183

______________________________________________________________________________

______________________________________________________________________________

52.  Organization culture is not a relevant factor in implementing high involvement strategies.

*FALSE*

Reference: p. 184-185

______________________________________________________________________________

53.  Implementing high involvement strategies in an existing organization will usually engender resistance by different groups of employees.

*TRUE*

Reference: p. 184

______________________________________________________________________________

54.  Managers’ fears of loss of power is a major source of difficulty in implementing high involvement organization strategies.

*TRUE*

Reference: p. 184

______________________________________________________________________________

55.  Financial incentives, no matter how small, are strong motivators of performance in high involvement organizations.

*FALSE*

Reference: p. 185

______________________________________________________________________________

56.  It is critical to analyze an organization’s culture to assess how it might impact on new managerial motivation strategies.

*TRUE*

Reference: p. 185

______________________________________________________________________________

57.  The main components of a sound MBO system include

A.  top level imposed goals and lower level acceptance

*B.  goal setting, feedback, and participation

C.  key goal committees at each organization level

D.  goal clarification, daily meetings, and non-financial rewards

Reference: p. 169

______________________________________________________________________________

58.  Which is an item of consensus reached by subordinate and supervisor in an MBO program?

*A.  objectives

B.  reaction plans

C.  superior's action plan

D.  all of these

Reference: p. 169

______________________________________________________________________________

______________________________________________________________________________

59.  What is a major determinant of success in the use of MBO?

*A.  it must be implemented and used throughout an organization

B.  superiors and subordinates disagree on action plans

C.  top management must be able to work with goals setting

D.  all employees must feel the program is equitable

Reference: p. 169

______________________________________________________________________________

60.  The first meeting in an MBO program is likely to __________.

*A.  involve the CEO and all her immediate subordinates

B.  take place at the lowest feasible level of the organization

C.  involve a CEO explaining specific goals and objectives

D.  be a subordinate-superior meeting between the CEO and managers

Reference: p. 170

______________________________________________________________________________

61.  The lower level managers think our new MBO program is touchy-feely academic theory; it won't work for them.  How should we deal with them?

A.  permit them to not participate, we can use MBO in other parts of the organization on


an experimental basis

*B.  find an incentive for their participation, since MBO won't work unless we all


participate

C.  force them to participate, it will work even if their attitudes are negative

D.  fire them for insubordination

Reference: p. 170

______________________________________________________________________________

62.  The first step in a positive reinforcement program is to

A.  determine the rewards to be applied

B.  select those workers who are to be judges

C.  record progress toward the goal 

*D.  identify behaviors that are the targets of change

Reference: p. 170

______________________________________________________________________________

63.  Organizational behavior modification programs are based upon __________.

A.  punishment

B.  quality of work life and job design

*C.  positive reinforcement theory

D.  participative management

E.  bonus programs

Reference: p.170, 171

______________________________________________________________________________

______________________________________________________________________________

64.  Why do we initially measure and record specific behaviors in an organizational behavior modification program?

A.  to identify problem areas

B.  to establish a record for each person so they can compete with others

C.  so we can single out good and bad performers

*D.  to establish a baseline rate

Reference: p. 172

______________________________________________________________________________

65.  Organization behavior modification programs change behavior by __________.

A.  communicating with employees

B.  establishing compensatory incentives

*C.  changing the stimulus and consequences of behavior

D.  establishing employee equity and participative management

Reference: p. 172

______________________________________________________________________________

66.  Margaret is a good welder.  All of our welders are using an organization behavior program to reduce waste of welding electrodes.  Who should keep track of Margaret's electrode usage?

A.  Margaret's supervisor

B.  coworker

C.  automatic electrode counter

*D.  Margaret

E.  shop steward

Reference: p. 172

______________________________________________________________________________

67.  Why is Margaret the welder the best person to record her own electrode usage?

A.  it is too time consuming for her supervisor to monitor all welders

*B.  self feedback maintains a continuous reinforcement schedule and helps Margaret to


obtain intrinsic reinforcement

C.  she isn't the best person; her coworkers should do it

D.  she isn't the best person; her supervisor should do it

E.  self-monitoring tends to yield more careful and detailed records than monitoring by


others

Reference: p. 172

______________________________________________________________________________

______________________________________________________________________________

68.  What is the most important responsibility for a manager in implementing an organization behavior modification program?

A.  recording employee satisfaction

*B.  administering positive reinforcement

C.  working on action plans with employees

D.  establishing structure for inter-employee competition

Reference: p. 172

______________________________________________________________________________

69.  Research tends to indicate that in positive reinforcement programs

A.  financial incentives are the most necessary reinforcers

B.  social reinforcers generally “wear out”

C.  social reinforcers work better in manufacturing firms

*D.  financial reinforcers may not be necessary

Reference: p. 173

______________________________________________________________________________

70.  How do individuals satisfy higher order needs under a Scanlon Plan?

*A.  employees participate in decision‑making and know of the company's successes and


failures

B.  pay is tied to productivity

C.  employees have financial equity in the company

D.  employees have voting stock in the organization

Reference: p. 175

______________________________________________________________________________

71.  How are employees' feelings of equity achieved under the Scanlon Plan?

A.  employees have financial equity in the organization

*B.  worker initiated productivity gains and cost savings are directly shared with


employees

C.  employees participate in decision‑making

D.  gaps between pay levels are very narrow

Reference: p. 175

______________________________________________________________________________

72.  In the Scanlon Plan, the formula for calculating cost savings

A.  include all cost savings, even those derived from capital or technological


improvements

B.  cannot be changed once the original formula is accepted by mangers and workers

*C.  is difficult to establish and may take several adjustments to arrive at a good formula

D.  determines both cost savings and total company revenue into the incentives paid out

Reference: p. 176

______________________________________________________________________________

______________________________________________________________________________

73.  Which of the following are characteristic of high involvement organizations (HIO)?

A.  participative decision working

B.  job enrichment

C.  self-directed work groups

D.  gain sharing

*E.  all of the above

Reference: p. 176

______________________________________________________________________________

74.  High Involvement Organizations attempt to improve effectiveness mainly through 

*A.  changing the adversarial relationship between management and workers toward


greater cooperation

B.  using the adversarial relationship between workers and mangers to take positive


advantage of its energetic properties

C.  long range elimination of managerial positions toward a totally flat organization


structure

D.  minimal use of multiple approaches

Reference: p. 176

______________________________________________________________________________

75. High involvement organizations revise organization structure by

A.  developing sophisticated rules and procedures to insure total quality


B.  adding levels so as to increase management support and involvement


C.  improving pay and benefits


*D.  reducing hierarchy and bureaucratic procedures

Reference: p. 176

______________________________________________________________________________

76.  Job enrichment is a

* A.  key component of a high involvement organization


B.  a substitute for total quality management


C.  technique which has backfired when attempted


D.  the same as job analysis and evaluation


E.  technique too costly except for the largest of organizations

Reference: p. 176

______________________________________________________________________________

______________________________________________________________________________

77.  If a manager wanted to increase autonomy and task identity for workers, she/he should

* A.  create work teams responsible for a whole unit of work


B.  give workers freedom over what they do, but impose clear quality standards for


outputs


C.  avoid the use of flexible work schedules


D.  increase skill variety

Reference: lecture

______________________________________________________________________________

78.  One key way to help insure employees can effectively evaluate their own performance is to

A.  delegate freely and leave them alone


*B.  provide for feedback channels


C.  horizontally load the job


D.  create new evaluator or inspector positions

Reference: p. 177

______________________________________________________________________________

79.  Task identity and task significance are usually increased by __________.

A.  combining tasks

B.  forming natural work units

C.  establishing client relationships

*D.  all of the above

Reference: p. 177

______________________________________________________________________________

80.  Allowing employees to have closer contact with the organization's customers or clients


A.  has proven not to be very successful


B.  is only possible in service industries


C.  has worked will, but mainly only in hospitals and prisons


*D.  should improve skill variety and feedback


E.  none of the above

Reference: p. 177

______________________________________________________________________________

81.  Self-directed work teams


A. should always have a manager or supervisor as leader


B.  should never have a manager or supervisor as leader


*C.  may be led by a supervisor or by a team member



D.  should always be leaderless

Reference: p. 177

______________________________________________________________________________

______________________________________________________________________________

82.  Organizations that successfully use work teams


A.  never let them handle their own disciplinary problems


*B.  allow team members to decide on specific work assignments


C.  never allow pay increase decisions to be affected by the team's opinions


D.  provide each team with its own personal mentor

Reference: p. 178

______________________________________________________________________________

83.  One compensation practice used by some high involvement organizations is


A.  overtime pay at triple-time rates


B.  equal pay for all employees at the same level


C.  individual-based "contribution to revenue" bonuses


*D.  skill-based pay

Reference: p. 179

______________________________________________________________________________

84.  The principle behind skill-based pay is that


A.  a skill must be used on a job to be compensated


B.  pay is tied to base skills, not specific skills


*C.  a more versatile worker is more valuable to the organization


D.  it can only work where a union exists to negotiate the terms and conditions

Reference: p. 179

______________________________________________________________________________

85.  One of the problems that arises when using team-based incentives is that

A.  workers tend to judge each others contribution as equal when in fact it never is

B.  workers on a team cannot take responsibility for distributing incentives

C.  some team members earn too much relative to other members of their team

*D.  team members who don’t do their fair share still earn equal incentives

Reference: p. 179

______________________________________________________________________________

86.  One effect of successful high-involvement organization strategies is


A.  more plentiful jobs for middle managers


*B.  reduction in the number of supervisors needed


C.  no change in percentage of supervisors, but a thinning of top management ranks


D.  leaner managers:  average weight loss recorded at 35lbs.


E.  elimination of at lease three management levels per  organization studied

Reference: p. 179

______________________________________________________________________________

______________________________________________________________________________

87.  One of the major effects of leaner management structures and self-directed work groups is


*A.  reduction in status differentials


B.  less need for management to act as facilitator


C.  less need for managers to exhibit trust in workers


D.  avoidance of the "stakeholder" concept in managing

Reference: p. 179, 181

______________________________________________________________________________

88.  The distinguishing characteristic of total quality management is


A.  its emphasis on product price or service fees


B.  its sharp deviation from what high-involvement organizations do


C.  its success at improving quality at no cost


*D.  its focus on the improvement of products and services

Reference: p. 179

______________________________________________________________________________

89.  Statistical control methods, relationships with suppliers and comparisons with other firms and most characteristic of


A.  northwest European nations


B.  low-involvement organizations


C.  job-centered, not employee-centered, organizations


*D.  total quality management


E.  none of the above

Reference: p. 180

______________________________________________________________________________

90.  The selection and socialization practices of high-involvement organizations


A.  are less complicated and stringent because employees are trained by peers


*B.  are carefully designed to produce an employee who fits such a climate


C.  are less strict because a wider group of people fit organizations that relax and


eliminate dehumanizing practices


D.  are usually turned over to skilled outside consultants


E.  are usually left unchanged from the way they were

Reference: p. 181

______________________________________________________________________________

91.  Analyses of studies of attempts to implement job enrichment show that 

A.  satisfaction increases but not performance

B.  performance increases but not satisfactions

*C.  both performance and satisfaction improvements are reported

D.  results on performance and satisfaction are very varied, but worker attendance

Reference: p. 182

______________________________________________________________________________

______________________________________________________________________________

92.  Implementing a high-involvement organization is easier

A.  in an older existing organization where employees have come to know each other


over the years


B.  the first time a manager tries it; after that the failure rate seems to rise


C.  when money and other resources are scarce otherwise there's no challenge to it


*D.  when it designed for a new operation as opposed to an existing one

Reference: p. 184, 185

______________________________________________________________________________

93.  A change toward the use of high-involvement techniques may be resisted by supervisors because


A.  power usually shifts more heavily toward upper levels


B.  unions usually support such changes


*C.  their power may be threatened


D.  their growth need strength is usually too high

Reference: p. 184, 185

______________________________________________________________________________

94.  In implementing HIO in an organization with an existing union, management should consider

A.  forcing the union to abandon the existing contract

B.  renegotiating the entire union contract before starting anything new

*C.  agreeing with the union to not invoke contract clauses as a reason to block HIO


changes

D.  attempt no changes until specific relevant clauses in the contract are voted out by the


union membership

Reference: lecture

______________________________________________________________________________

95.  In implementing high-involvement motivational strategies, managers should 

A.  test and develop their support and commitment

B.  use training and other devices to enhance relevant learning

C.  be prepared to deliver on promises even in difficult periods

D.  diagnose the organization culture and assess its effects

*E.  all of the above

Reference: lecture

______________________________________________________________________________

______________________________________________________________________________

96.  Which of the following questions should be addressed very early in an effort to implement the high-involvement (HIO) organization philosophy


A.  How strong is the commitment of key groups involved?


B.  How will HIO be evaluated?


C.  What procedure will be used to solve problems that arise under HIO?


*D.  all of the above

Reference: lecture

______________________________________________________________________________

Chapter 7

Stress in Organizations

______________________________________________________________________________

1.  Blue collar workers have disproportionately higher levels of mental health problems.

*TRUE*

Reference: p. 193

______________________________________________________________________________

2.  Stress has very little effect on the level of health care premiums.

*FALSE*

Reference: p. 193

______________________________________________________________________________

3.  Stress results when a person faces situations which tax or exceed the resources they have to cope effectively.

*TRUE*

Reference: p. 193

______________________________________________________________________________

4.  Stress can lead to a positive and constructive learning experience.

*TRUE*

Reference: p. 194

______________________________________________________________________________

5.  Eustress involves a positive, developmental stress response.

*TRUE*

Reference: p. 194

______________________________________________________________________________

6.  Since stress is always harmful, we should eliminate as much of it as possible.

*FALSE*

Reference: p. 194

______________________________________________________________________________

7.  It requires high, not moderate, levels of stress to help insure a positive, challenging experience.

*FALSE*

Reference: p. 195

______________________________________________________________________________

______________________________________________________________________________

8.  The objective environment is the manner in which people experience and interpret the conditions that may effect them.  

*FALSE*

Reference: p. 195

______________________________________________________________________________

9.  The alarm reaction is usually the last stage of reaction to stressors.

*FALSE*

Reference: p. 196

______________________________________________________________________________

10.  If resistance to stress is not successful, a person may enter what is known as the alarm stage of stress reaction.

*FALSE*

Reference: p. 196

______________________________________________________________________________

11.  The environment usually has similar effects on individuals who are in the same situation.  

*FALSE*

Reference: p. 196

______________________________________________________________________________

12.  A "hot reactor" experiences marked physical reactions to stress.

*TRUE*

Reference: p. 196

______________________________________________________________________________

13.  Hot reactors always display their reactions, while cool reactors appear unmoved, when experiencing stress.

*FALSE*

Reference : p. 196

______________________________________________________________________________

14.  The outward appearance and behavior of a person is a clear indicator of their physiological response to stress.

*FALSE*

Reference: p. 196

______________________________________________________________________________

15.  The primary cognitive appraisal has little effect on the intensity of one's reaction to stressors.

*FALSE*

Reference: p. 196, 197

______________________________________________________________________________

______________________________________________________________________________

16.  By changing the appraisal of the environment, the way on responds to the environment can be changed as well.

*TRUE*

Reference: p. 197

______________________________________________________________________________

17.  People will use different coping strategies, because they will differ in their cognitive appraisal of the same situation.

*TRUE*

Reference: p. 197

______________________________________________________________________________

18.  Cognitive restructuring has proven to be unsuccessful in reducing negative thought process.

*FALSE*

Reference: p. 197

______________________________________________________________________________

19.  One of the first physiological responses to stress is an increased flow of lymph node secretions.

*FALSE*

Reference: p. 198

______________________________________________________________________________

20.  Stress over longer periods of time is associated with heart disease. 

*TRUE*

Reference: p. 198

______________________________________________________________________________

21.  Stress may be related to illnesses such as cancer because it may weaken a person’s immune system.

*TRUE*

Reference: p. 198

______________________________________________________________________________

22.  Studies of nurses showed that stress reactions did not include problems with interpersonal relations.

*FALSE*

Reference: p. 198

______________________________________________________________________________

______________________________________________________________________________

23.  Two functions of the coping response are 1) problem solving, and 2) management of physiological reactions.

*TRUE*

Reference: p. 199

______________________________________________________________________________

24.  Information seeking as a coping strategy involves identifying stresses and their causes.

*TRUE*

Reference: p. 199

______________________________________________________________________________

25.  Information seeking can help reduce stress by reducing uncertainty.

*TRUE*

Reference: p. 199

______________________________________________________________________________

26.  Direct action and restraining action are two types of coping strategies.

*TRUE*

Reference: p. 199, 200

______________________________________________________________________________

27.  There are times when avoiding any action is a good way to deal with a stressor.

*TRUE*

Reference: p. 200

______________________________________________________________________________

28.  Denial and psychological withdrawal, if not used extensively, can be effective ways to cope with stress.

*TRUE*

Reference: p. 200

______________________________________________________________________________

29.  Management education and training has virtually eliminated abuse of employees as a source of stress.

*FALSE*

Reference: p. 201

______________________________________________________________________________

30.  A waiter suffers high stress due to demands mode on them for things over which they lack full control.

*TRUE*

Reference: p. 201

______________________________________________________________________________

______________________________________________________________________________

31.  High demand jobs can have less stress if the person has some control over decisions.

*TRUE*

Reference: p. 201

______________________________________________________________________________

32.  Intrasender role conflict can be a result of inconsistent demands placed upon an employee by his/her superior.

*TRUE*

Reference: p. 203

______________________________________________________________________________

33.  Task ambiguity, as a type of role ambiguity, is common when a person takes a new position.

*TRUE*

Reference: p. 204

______________________________________________________________________________

34.  Person‑role conflict occurs when one is uncertain of their work responsibilities.

*FALSE*

Reference: p. 204

______________________________________________________________________________

35.  Social‑emotional ambiguity takes place when a person is unsure of his allies within an organization.

*FALSE*

Reference: p. 204

______________________________________________________________________________

36.  Role overload and underload refer to having too much or too little work to do.

*TRUE*

Reference: p. 204

______________________________________________________________________________

37.  Higher levels of participation in decision‑making reduce stress.

*TRUE*

Reference: p. 204

______________________________________________________________________________

38.  Being able to take responsibility for others reduces stress.

*FALSE*

Reference: p. 205

______________________________________________________________________________

______________________________________________________________________________

39.  Common sources of stress at lower levels in an organization can be traced to role overload and role conflict.

*TRUE*

Reference: p. 205

______________________________________________________________________________

40.  A person in a boundary spanning position often feels less stress as she/he has more control over the environment.

*FALSE*

Reference: p. 205

______________________________________________________________________________

41.  The Holmes and Rahe Social Readjustment Scale measures the relative severity of stress‑inducing events upon people.

*TRUE*

Reference: p. 207

______________________________________________________________________________

42.  The “Social Readjustment Rating Scale” indicates that work induced conditions are much more stressful than non-work conditions.

*FALSE*

Reference: p. 207

______________________________________________________________________________

43.  Social support has little or no effect on stress reactions.

*FALSE*

Reference: p. 207

______________________________________________________________________________

44.  People with high self-esteem surprisingly have more intense reactions to stress than people with lower self-esteem.

*FALSE*

Reference: p. 208

______________________________________________________________________________

45.  The person who exhibits “hardiness” fails to anticipate stressful conditions and thus suffers more intense stress reactions such as illness.

*FALSE*

Reference: p. 208

______________________________________________________________________________

______________________________________________________________________________

46.  Having a complex as opposed to simple self perception decreases the effect of stressful events.

*TRUE*

Reference: p. 209

______________________________________________________________________________

47.  People with an internal locus of control suffer less from the effects of stress.

*TRUE*

Reference: p. 209

______________________________________________________________________________

48.  Surprisingly, the less aggressive Type B personality has stronger physical reactions to stress.

*TRUE*

Reference: p. 209

______________________________________________________________________________

49.  The main stressors for flexible people are ambiguity and self esteem.

*FALSE*

Reference: p. 211

______________________________________________________________________________

50.  Rigid people are much less able to cope with stress than flexible people.

*FALSE*

Reference: p. 212

______________________________________________________________________________

51.  Flexible people respond to stress conditions effectively by reducing their willingness to respond to pressures.

*FALSE*

Reference: p. 212

______________________________________________________________________________

52.  In a crisis when stress is high, high ability is likely to be a positive, helpful attitude.

*TRUE*

Reference: p. 212, 213

______________________________________________________________________________

53.  It was found that high‑ability people tend to do worse in the presence of others than low‑ability persons.

*FALSE*

Reference: p. 213

______________________________________________________________________________

______________________________________________________________________________

54.  The stress management methods used by therapists or counselors are often based on learning theory and reinforcement theory.

*TRUE*

Reference: p. 214

______________________________________________________________________________

55.  Being in good physical shape can help reduce the negative effects of stress.

*TRUE*

Reference: p. 214

______________________________________________________________________________

56.  Increased communication with employees can reduce uncertainty and, therefore, stress.

*TRUE*

Reference: p. 214

______________________________________________________________________________

57.  Appraisal systems, because of their critical nature, increase stress upon employees.

*FALSE*

Reference: p. 214

______________________________________________________________________________

58.  Which of the following are the main manifestations of stress

*A.  physiological, psychological, and behavioral

B.  mental, medical, and interactive

C.  alarm, frustration, and aggression

D.  idiosyncratic, economic, and political

Reference: p. 193, 194

______________________________________________________________________________

59. The symptoms or manifestations of stress

A.  usually subside in a very short period of time

*B.  can be both physical and mental


C.  are lowest for blue collar workers


D.  do not usually effect interpersonal relationships

Reference: p. 193

______________________________________________________________________________

60.  Stress can be viewed as a dynamic condition in which a person faces a situation

A.  that calls for an immediate decision

B.  that is usually a threat but not an opportunity

*C.  that is important and uncertain

D.  about which they almost always lack facts

Reference: p. 193

______________________________________________________________________________

______________________________________________________________________________

61.  Stress can be a positive experience


A.  when it happens only once for a given situation


B.  for younger, put no older people


C.  under the influence of appropriate medication

*D.  if it contributes to a learning experience

Reference: p. 194

______________________________________________________________________________

62.  Eustress emphasizes the fact that __________.

*A.  there may be some positive effects of stress

B.  all stress effects are detrimental

C.  people get bored because of the lack of challenge

D.  people develop healthy coping mechanisms

E.  there may be negative symptoms in developmental stress

Reference: p. 194

______________________________________________________________________________

63.  When a person experiences too little stress she/he __________.

A.  is healthy and satisfied

B.  feels anxious because of time pressures

*C.  gets bored because of the lack of challenge

D.  develops healthy coping mechanisms

E.  feels motivated and invigorated  

Reference: p. 194

______________________________________________________________________________

64.  Three common stages in coping with stress are referred to as the

A.  physiological, psychological and behavioral


B.  sensation, reaction, and post-reaction

*C.  alarm reaction, resistance, and exhaustion


D.  alertness, tension, and adaptation

Reference: p. 196

______________________________________________________________________________

65.  The physical reactions to stress such as increased adrenaline, evaluated blood pressure, and tense muscles in the __________ stage of the general adaptation syndrome imply that people want to react to the stress by fighting or fleeing.

A.  resistance

B.  panic

C.  physiological

D.  exhaustion

*E.  alarm

Reference : p. 196

______________________________________________________________________________

______________________________________________________________________________

66.  In responding to a stressful situation, exhaustion is most likely to occur when

A.  physiological symptoms dominate over psychological symptoms

B.  interactions with other people are required to reduce stress

C.  the person manages to reduce stress

*D.  resistance aimed at restoring equilibrium is not successful

Reference: p. 196

______________________________________________________________________________

67.  People who show strong physiological reactions to stress are known a __________.

*A.  hot reactors

B.  cool reactors

C.  Type A personalities

D.  Type B personalities

E.  rigid

Reference: p. 196

______________________________________________________________________________

68.  The major difference between “hot rectors” and “cool reactors” facing stress conditions is that

A.  hot reactors reveal their strong relations to others while cool reactors do not

B.  the hot reactor is more likely to retaliate against those who caused the stress

*C.  hot reactors have a stronger physiological response, but still may not overtly show it

D.  while both reactors have strong physiological responses, the hot reactor gets hot by



not “blowing it off”

Reference: p. 196

______________________________________________________________________________

69.  The major process which explains why people react differently to conditions that might cause stress is called

*A.  cognitive appraisal


B.  eustress


C.  initial stress impulse


D.  stress suppression mechanism

Reference: p. 196

______________________________________________________________________________

______________________________________________________________________________

70.  Joanna was angry about the music that management was playing on the shop floor.  She fumed, "I hate that dentist office, icky‑sweet stuff.  I have had a headache all week, and for the first time in 6 months I have been coming in below standard."  Joanna's __________ is negative.

A.  objective environment

B.  individual differences

*C.  primary cognitive appraisal

D.  nonwork environment

E.  physiological environment

Reference: p. 196

______________________________________________________________________________

71.  An individual can alter the severity and quality of their reaction to stress through an assessment referred to as the 

A.  Idiomatic Stress Identification Evaluation

*B.  primary cognitive appraisal

C.  cool reaction technique

D.  Social Readjustment Rating Scale

Reference: p. 196

______________________________________________________________________________

72.  Cognitive restructuring, or how you think about events, is important in handling stress because it

*A.  helps a person to avoid the domination of  negative reactions

B.  contributes to reducing stress conditions in the objective environment

C.  keeps “hot reactions” concealed from others

D.  allows you to ignore the objective environment

Reference: p. 197

______________________________________________________________________________

73.  Physiological, psychological, and behavioral responses to stress are called __________.

*A.  stress manifestations

B.  coping mechanisms

C.  coping responses

D.  primary adjustments

E.  eustresses

Reference: p. 198

______________________________________________________________________________

______________________________________________________________________________

74.  One of the common and important outcomes of prolonged exposure to stress is

*A.  serious, relatively persistent physical symptoms or even breakdowns

B.  a keen ability to cope, such that stress may be eliminated entirely

C.  criminal behavior

D.  positive career path changes

Reference: p. 198

______________________________________________________________________________

75. __________ are thoughts and feelings that may be work specific or non-work oriented.

A.  Stress manifestations

B.  Behavioral responses

*C.  Psychological responses

D.  Coping mechanisms

E.  Physiological responses

Reference: p. 198

______________________________________________________________________________

76.  Stressed individuals are often

A.  more sympathetic and open to others

*B.  more aggressive and competitive

C.  more interpersonally effective overall

D.  among the best workers

Reference: p. 199

______________________________________________________________________________

77.  Coping strategies have two major functions.  These are


A.  problem solving and implementation


B.  conquer and escape


C.  blocking and abating

*D.  problem solving and managing personal reactions

Reference: p. 199

______________________________________________________________________________

78.  Sam realized the new work hours were creating a great deal of stress.  He realized he needed to choose a way to deal with it. His choice occurs through the __________ process.

A.  primary cognitive appraisal

*B.  secondary cognitive appraisal

C.  coping responses

D.  stress manifestations

E.  primary adjustments

Reference: p. 199

______________________________________________________________________________

______________________________________________________________________________

79.  Which of the following is wrong in explaining coping strategies?

*A.  Coping strategies make a difference in how we adapt to stress through the primary


cognitive appraisal.

B.  Information seeking, as a way of coping strategies, tries to find out the causes of the


stressors.

C.  Through direct action, the person under stress social support.

D.  Through restraining action, one restrains the actions of troublesome people

Reference: p. 199

______________________________________________________________________________

80.  Information seeking, as a way to cope with stress is usually aimed at

A.  finding out how to reduce physical symptoms

*B.  identifying the stressors and their causes


C.  reference librarians


D.  finding out who else is stressed or not stressed

Reference: p. 199

______________________________________________________________________________

81. Psychological coping reactions can be a poor adjustment to stress if

A.  one uses withdrawal as a way to cope


B.  they increase eustress

*C.  distort reality and are used extensively


D.  they involve restraining actions

Reference: p. 200

______________________________________________________________________________

82.  Which of the following jobs is most likely to have a higher level of coronary risk?

A.  dentist


B.  sales manager


C.  architect

*D.  waiter or waitress


E.  forester

Reference: p. 201

______________________________________________________________________________

83.  The level of coronary risk in high stress jobs is a function of which two job factors?

*A.  psychological demand and decision control

B.  role strain and role conflict

C.  role ambiguity and role conflict

D.  physiological demand and role ambiguity

E.  alienation and fatigue

Reference: p. 201

______________________________________________________________________________

______________________________________________________________________________

84.  Why do top level executives have a lower incidence of coronary disease than the general male population?

A.  executives have less role conflict

B.  the general male population have more physiologically draining jobs

C.  the general male population experiences more alienation or boredom

D.  executives have less psychological demand

*E.  executives have more decision control

Reference: p. 202, 204

______________________________________________________________________________

85.  Your boss instructs you to solve a production problem, then later sends you off on assignments that prevent you from doing so.  You are likely to experience

A.  person-role conflict

B.  intrarecipient role ambiguity

*C.  intrasender role conflict

D.  intersender role conflict

Reference: p. 203

______________________________________________________________________________

86.  If the personnel manager tells a recruiter to cut expenses by interviewing fewer candidates and the production manager tells the recruiter to provide him with more people from which to choose, the recruiter is experiencing __________.


A.  eustress


B.  intrasender role conflict

*C.  intersender role conflict


D.  person‑role conflict


E.  role ambiguity

Reference: p. 204

______________________________________________________________________________

87.  When organization demands are in conflict with ones values, such as often experienced by whistle-blowers, a person is experiencing

A.  role ambiguity


B.  role overload


C.  intrasender conflict

*D.  person-role conflict

Reference: p. 204

______________________________________________________________________________

______________________________________________________________________________

88.  Social-emotional role ambiguity is likely to occur when

A.  one’s job requires attending a lot of parties

*B.  one doesn’t know how others evaluate him/her

C.  managers restrict socializing on the job

D.  one disagrees with a performance appraisal

Reference: p. 204

______________________________________________________________________________

89.  Which of the following is an example of social-emotional ambiguity?

*A.  the secretary had been working in the personnel office for three years and felt


frustrated because she had never been given feedback about her performance.

B.  the new employee had been on the job for eight months and still didn't know what his


job as a systems analyst was supposed to be

C.  The personnel manager never knew quite what she should do when her grade school


child was sick on a work day.  Should she stay at home with him or go to work?

D.  The legal assistant felt confused by what his lawyer wanted him to do.  The lawyer


had a policy that no one worked past seven o'clock at night, but he often brought


several hours of work to the assistant at five o'clock and said it had to be finished for


an early morning case.

Reference: p. 204

______________________________________________________________________________

90.  When employee skills are underutilized, they usually experience

A.  relief, because the demands of the job won’t be stressful

B.  role ambiguity

*C.  stress, due to role underload

D.  a desire for further training

E.  none of the above

Reference: p. 204

______________________________________________________________________________

91.  Opportunities to participate in decision-making among managers

A.  adds to their stress levels

B.  adds to anxiety because their abilities are revealed too much to others

C.  reduces stress, but only if the manager has responsibility for subordinates

*D.  reduces stress because of positive effects on role conflict and ambiguity

Reference: p. 204

______________________________________________________________________________

______________________________________________________________________________

92.  Organizations with lots of rules and complex networks

A.  reduce stress because rules clarify expectations

B.  reduce stress because complexity increases learning opportunity

C.  add to stress for a variety of reasons

D.  do not effect stress one way or another

Reference: p. 205

______________________________________________________________________________

93.  A person in a boundary spanning position, such as a purchasing manager, experienced a great deal of stress because of having to deal with __________.

*A.  intersender role conflict

B.  intrasender role conflict

C.  role overload

D.  role underload

Reference: p. 205

______________________________________________________________________________

94.  The Social Readjustment Rating Scale provides a way to __________.

A.  determine how one's personality is predisposed to react to stressors

B.  develop the best coping mechanism for the level of stress

*C.  assess how stressful life structure events have been

D.  build a set of factors that ease the effects of stress

E.  devise a plan to change distress to eustress

Reference: p. 207

______________________________________________________________________________

95.  People who experience high stress but have low levels of illness are said to have

A.  big shoulders

B.  a temporary reprieve; illness is soon to come

C.  balanced role load

*D.  hardiness

Reference: p. 208

______________________________________________________________________________

96.  Which of the following statements is WRONG in explaining self-esteem as a factor of nonwork stress factors?

A.  Self-esteem is the way a person perceives and evaluates him/herself.

B.  Self-esteem tends to moderate how a person responds to stressors.

*C.  People with high self-esteem tend to have more intense reactions to stress.

D.  People with complex self perceptions responded differently to stressful events than those


with simple perceptions.

Reference: p. 208

______________________________________________________________________________

______________________________________________________________________________

97.  People with low self esteem are likely to have __________ reactions to stress compared to people with high self esteem.

A.  less intense

B.  more behavioral

*C.  more intense

D.  less psychological

Reference: p. 208

______________________________________________________________________________

98.  People with complex, as opposed to more simple, self-perceptions

A.  experience more stress because they can perceive the true complexities of the


objective environment

B.  are the least stressed people of all known personality characteristics

C.  create more stress for others than people with any other personality characteristics

*D.  seem to cope more successfully with stressful conditions.

Reference: p. 209

______________________________________________________________________________

99.  People with an internal locus of control have lower stress levels because

A.  of their hormonal make-up

B.  they know how to withdraw internally

*C.  they feel they have more control over their external environment

D.  doggone it, some people are just plain lucky

Reference: p. 209

_____________________________________________________________________________

100.  If a person with a/an __________ has a high score on the social readjustment rating scale, s/he is still not very likely to get ill.

A.  external locus of control

B.  Type A personality

C.  life structure

*D.  internal locus of control

Reference: p. 209

______________________________________________________________________________

101.    All of the following explanations are correct EXCEPT,

A.  Social support is the communication of positive feelings of trust or assistance from


others.

B.  People with an internal locus of control, believe that they can affect their environment.

C.  Social support is important because it affects a person's psychological environment.

*D.  People with an external locus of control have more skill in controlling external events.

Reference: p. 209

______________________________________________________________________________

______________________________________________________________________________

102.  Which is the basis for the distinction between Type A and B?

A.  level of tolerance for ambiguity

B.  position of locus of control

*C.  aggressiveness and competitiveness

D.  degree of self-esteem and individual competence

Reference: p. 209

______________________________________________________________________________

103.  Type A personalities have stronger __________ in the general adaptation syndrome.  Their pulse rates and blood pressure are higher than Type B personalities.

A.  resistance reactions

*B.  physiological responses

C.  exhaustion reactions

D.  will-power

Reference: p. 211

______________________________________________________________________________

104.  The type A behavior pattern is appropriately explained as

A.  The person is less aggressive and less competitive and more relaxed.

*B.  Type A's tend to have a higher incidence of risk factors associated with coronary


disease.

C.  Types A's experience less subjective stress and exhibit less stress manifestations.

D.  If they are not successful, type A's attribute the causes to others.

Reference: p. 211

______________________________________________________________________________

105.  A flexible person is best described as

A.  She/he tends to deny or reject the pressure.

B.  Under pressure, she/he may become increasingly dependent on her/his boss.

C.  She/he responds to work stressors with spending more time and effort.

*D.  She/he is relatively adaptive to change, somewhat free and open toward others.

Reference: p. 211

______________________________________________________________________________

106. Flexible people, as compared to rigid people

A.  Reduce stress more readily because they can adapt better to change

*B.  Experience more stress because they are less able to deny or reject pressures

C.  Reduce stress by seeking clarity from their bosses

D.  Are less stressed because they have a much broader base of social support.

Reference: p. 211

______________________________________________________________________________

______________________________________________________________________________

107.  Why may the high-ability person perform better in stress inducing situations?

*A.  She/he has more control over the situation than low-ability person.

B.  She/he will experience more role overload to stimulate effort.

C.  She/he feels that her/his ability is infinite.

D.  Her/his situational control does not affect the level of stress from objective environment.

Reference: p. 213

______________________________________________________________________________

108.  Stress can be managed by


A.  avoiding stressful conditions


B.  changing stressful conditions


C.  changing one's cognitive appraisals


D.  modify one's environment

*E.  all of the above

Reference: p. 214, 215

______________________________________________________________________________

109.  Attempts by organizations to help employees cope with stress and develop healthier life patterns are often called


A.  workman's compensation programs


B.  living benefits

*C.  employee wellness programs


D.  medical insurance premiums reduction programs (MIPRP)

Reference: p. 214, 215

______________________________________________________________________________

110.  Which organizational strategy for stress management reduces role conflict and role ambiguity?

*A.  effective performance appraisal systems

B.  job design

C.  job enrichment

D.  matching people with the jobs

Reference: p. 214, 215

______________________________________________________________________________

111.  How does increased participation in decision making contribute to reduced stress?


A.  it distracts one from seeing environmental stressors


B.  it increases role stabilization


C.  it eases off on requirements for extreme high quality

*D.  it gives a person a greater sense of control over the work place

Reference: p. 214, 215

______________________________________________________________________________

Chapter 8

Group and Team Performance Environment

______________________________________________________________________________

1.  A group can be defined as two or more people who interact and are dependent on each other.

*TRUE*

Reference: p. 223

______________________________________________________________________________

2.  Two or more people in proximity to one another but without much interdependence is a called a collection.

*TRUE*

Reference: p. 223

______________________________________________________________________________

3.  Teams are a special form of group with commitment to the group and with defined tasks.

*TRUE*

Reference: p. 223

______________________________________________________________________________

4.  Almost all group formation occurs out of the voluntary choices people make to join them.

*FALSE*

Reference: p. 223

______________________________________________________________________________

5.  The old adage "birds of a feather flock together" is a good explanation of why groups form.

*TRUE*

Reference: p. 224

______________________________________________________________________________

6.  The idea that "opposites attract" is a powerful explanation regarding how groups form.

*FALSE*

Reference: p. 224

______________________________________________________________________________

7.  Common goals that require interaction are an important reason that groups form.

*TRUE* 

Reference: p. 224, 225

______________________________________________________________________________

8.  Employees can often add to their power when they forma group to satisfy their interests.

*TRUE*

Reference: p. 225

______________________________________________________________________________

______________________________________________________________________________

9.  Social or interest groups in an organization may develop work-related goals in addition to their social activities.

*TRUE*

Reference: p. 227

______________________________________________________________________________

10.  Organizations usually have both formal and informal groups in them.

*TRUE*

Reference: p. 227

______________________________________________________________________________

11.  Employees' informal group relationships are just as important as their formal relationship to the organization.

*TRUE*

Reference: p. 227, 228

______________________________________________________________________________

12.  Because of their potentially disruptive power, managers should view informal groups with suspicion.

*FALSE*

Reference: p. 228

______________________________________________________________________________

13.  Informal groups can be an important indicator of whether management is failing in some respect.

*TRUE*

Reference: p. 228

______________________________________________________________________________

14.  Two major elements that determine group effectiveness are the group's performance environment and the group's processes.

*TRUE*

Reference: p. 229

______________________________________________________________________________

15.  Joining a group is an important way for an employee to influence fellow employees.

*TRUE*

Reference: p. 225

______________________________________________________________________________

16.  The mere opportunity to interact is not a sufficient basis for a group to form.

*FALSE*

Reference: p. 225

______________________________________________________________________________

______________________________________________________________________________

17.  Reference groups help form validate our beliefs, values, and attitudes.

*TRUE*

Reference: p. 226

______________________________________________________________________________

18.  Your circle of close friends cannot be called a reference group.

*FALSE*

Reference: p. 226

______________________________________________________________________________

19.  The "Payroll Department" is an example of a functional group in an organization.

*TRUE*

Reference: p. 226

______________________________________________________________________________

20.  Task groups in organizations, unlike functional groups, are always short term temporary groupings.

*FALSE*

Reference: p. 226

______________________________________________________________________________

21.  The routine nature of some tasks, such as those found in manufacturing, makes the use of teams much more effective.

*FALSE*

Reference: p. 226

______________________________________________________________________________

22.  If you want to succeed in a fast-growing and changing market, avoid the use of teams.

*FALSE*

Reference: p. 230

______________________________________________________________________________

23.  One critical reason to utilize teams is that they usually succeed despite the organization culture in which they operate.  

*FALSE*

Reference: p. 230

______________________________________________________________________________

24.  Because rewards and recognition from fellow team members are so powerful, organizations should avoid the complications and costs of monetary rewards.

*FALSE*

Reference: p. 231

______________________________________________________________________________

______________________________________________________________________________

25.  To help insure team effectiveness, organizations should probably offer training programs to teach team-related skills.

*TRUE*

Reference: p. 231, 232

______________________________________________________________________________

26.  Because employees have had so much group experience in their lives, companies need not go through the time and money to offer team-related training programs.

*FALSE*

Reference: p. 231, 232

______________________________________________________________________________

27.  Just as with individuals, group performance will benefit from having goals that are difficult and specific.

*TRUE*

Reference: p. 232

______________________________________________________________________________

28.  Under almost all conditions, giving a team autonomy to conduct its activities contributes positively to their effectiveness.

*FALSE*

Reference: p. 233

______________________________________________________________________________

29.  Group "roles" refer to actual behaviors, not expectations for those behaviors.

*FALSE*

Reference: p. 233

______________________________________________________________________________

30.  In making task assignments in groups, it is best to consider member abilities instead of their desires. 

*FALSE*

Reference: p. 234

______________________________________________________________________________

31.  To make a team effective, socio-emotional factors have to take a back seat to task requirements mainly because they have little direct effect on task performance.

*FALSE*

Reference: p. 235

______________________________________________________________________________

______________________________________________________________________________

32.  The leader of a group most typically fills both a task and socio-emotional role.

*FALSE*

Reference: p. 235

______________________________________________________________________________

33.  One big advantage in the use of teams at work is that they significantly reduce the problems of role conflict and ambiguity.

*FALSE*

Reference: p. 236

______________________________________________________________________________

34.  Factors such as education that give a person status are usually not effected by situational conditions.

*FALSE*

Reference: p. 237, 238

______________________________________________________________________________

35.  High status members are likely to have more influence in a group than lower status members.

*TRUE*

Reference: p. 238, 239

______________________________________________________________________________

36.  Status distribution in effective teams is usually even or balanced.

*FALSE*

Reference: p. 238, 239

______________________________________________________________________________

37.  Dyads often avoid disagreement and come to false consensus due to fear of failure.

*TRUE*

Reference: p. 239

______________________________________________________________________________

38.  Dyads tend to be successful because of the availability of a single focus or outlet for tension.

*FALSE*

Reference: p. 239

______________________________________________________________________________

39.  Triads often result in power struggles and spontaneous coalitions.

*TRUE*

Reference: p. 239

______________________________________________________________________________

______________________________________________________________________________

40.  Triads are best used by managers when the task calls for frequent interaction and mutual influence between its members.

*FALSE*

Reference: p. 239

______________________________________________________________________________

41.  People tend to withhold involvement more in a small group as opposed to a larger group.

*FALSE*

Reference: p. 240

______________________________________________________________________________

42.  Smaller groups are more likely to encourage people to speak up.

*TRUE*

Reference: p. 240

______________________________________________________________________________

43.  An odd number of group members (5,7,9) helps prevent stalemated discussion.

*TRUE*

Reference: p. 240

______________________________________________________________________________

44.  As groups become smaller, satisfaction decreases.

*FALSE*

Reference: p. 240

______________________________________________________________________________

45.  As groups become larger, formality increases.

*TRUE*

Reference: p. 240

______________________________________________________________________________

46.  Small groups typically outperform larger groups, regardless of task characteristics.

*FALSE*

Reference: p. 240
______________________________________________________________________________

47.  Cultural diversity among group members seems to contribute to diminished initial performance.

*TRUE*

Reference: p. 240

______________________________________________________________________________

______________________________________________________________________________

48.  There is evidence that the negative effects in groups of cultural diversity are not overcome by team training.

*FALSE*

Reference: p. 241

______________________________________________________________________________

49.  It is a good idea to allow group members to choose other members to join their group whenever possible.

*TRUE*

Reference: p. 242

______________________________________________________________________________

50.  Because of increased complexity in using teams, supervisory interventions should be increased.

*FALSE*

Reference: p. 242

______________________________________________________________________________

51.  What is the most crucial ingredient that makes a group different from a collection?

*A.  Interdependence


B.  Composition


C.  Proximity


D.  Size

Reference: p. 223

______________________________________________________________________________

52.  Is a classroom of students who have gathered for a course on the first day a group or a collection?

A.  a collection; because although there may be interdependence, there is a little


interaction


B.  a group; because the students are interacting and independent


C.  a group; because the instructor influences and interacts with the students

*D.  a collection; because although there may be some interaction, there is little


interdependence at first

Reference: p. 223

______________________________________________________________________________

53.  Which of the following should be used to distinguish a team from a group?


A.  teams out number groups in organizations

*B.  teams require defined tasks and strong member commitment

C.  there really isn't any difference in the two words


D.  a group can be a committee, but a team cannot

Reference: p. 223

______________________________________________________________________________

______________________________________________________________________________

54.  People join groups


A.  because they are pressured to do so


B.  to satisfy needs


C.  voluntarily


D.  and often pay a high price to do so

*E.  all of the above

Reference: p. 224

______________________________________________________________________________

55.  Which of the following best explains why people join groups?


A.  because opposites very often attract each other


B.  to change their beliefs through people who have different points of view

*C.  to gain power


D.  to overcome barriers to interaction such as physical distance

Reference: p. 225

______________________________________________________________________________

56.  Mary wanted to become a member of a new product development team because she felt it would maximize her goal to earn a promotion.  What condition best explains her motive to join?


A.  common goals


B.  opportunities created by proximity


C.  overpayment inequity


D.  potential to influence fellow team members

*E.  none of the above

Reference: p. 225

______________________________________________________________________________

57.  Which of the following is LEAST likely to explain why people join a group


A.  to achieve a means to influence management 

*B.  to learn new things by joining up with people that are different from oneself


C.  because others are located nearby and one at least sees them daily


D.  to join with others to achieve a shared goal

Reference: p. 225

______________________________________________________________________________

______________________________________________________________________________

58.  Assume you are frustrated and upset over the way your boss is treating fellow members of your department.  What might be a good strategy suggested by group theory that you might try?

A.  take a vote of your department members on whether to report your boss to higher


managers

B.  have some of your fellow employees act as lookouts while others let the air out of his


tires

*C.  influence your fellow employees to support you in a confrontation with the boss

D.  if you have an informal leader in your department, be careful:  he/she is likely to be


allied with your boss.

Reference: p. 225

______________________________________________________________________________

59.  Reference groups

*A.  can exist or occur in the work place

B.  occur only early in life before people enter occupations.

C.  are less important than informal groups

D.  suffer more process losses.

Reference: p. 226

______________________________________________________________________________

60.  Which of the following is true about a small department in an organization such as a shipping department or sales department?

A.  it can act as a reference group

B.  it is a formal group

C.  it is a task group

D.  it can contain informal groups

*E.  all of the above

Reference: p. 228

______________________________________________________________________________

61.  An informal group can develop in an organization when


A.  management acts to add to employee fears or uncertainty


B.  employees seek outlets for their social needs


C.  one employee is viewed as competent, helpful, and influential


D.  employees feel their power is being eroded

*E.  all of the above

Reference: p. 228

‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑

______________________________________________________________________________

62.  Informal groups in organizations should be __________ by managers because __________

A.  broken up; they challenge a manager's power

B.  ignored; they are harmless social groups

*C.  accepted; they are inevitable and can be useful barometers

D.  carefully monitored; they are illegitimate structures that weaken the formal structure

Reference: p. 228

______________________________________________________________________________

63.  Group effectiveness can be assessed by looking at things such as

*A.  member performance, attitudes, and behavior such as absences


B.  group consensus


C.  environmental factors beyond the group's control


D.  the average talent level of the group members

Reference: p. 228

______________________________________________________________________________

64.  The use of teams may be more effective when


A.  the task is structured such as in some manufacturing situations


B.  information and feedback mechanisms are not critical

*C.  work is less routine and judgment is needed to complete tasks


D.  there are few if any informal groups in organizations

Reference: p. 230

‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑

65.  Some research indicates that the use of teams may be LESS indicated when


A.  the task is complex and changing 


B.  informal groups already are in abundance 


C.  there is already a high level of mutual trust in the organization

*D.  the organization culture is not clear in its support of delegating responsibility

Reference: p. 230

‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑

66.  Two factors some organizations may mistakenly overlook when first using teams at work are


A.  team leader compensation and piece-role incentives


B.  benefit packages and discipline systems 

*C.  reward systems and skills training


D.  skills training and performance appraisal

Reference: p. 231

‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑

______________________________________________________________________________

67.  Teams seem to benefit when their goals are 

*A.  somewhat difficult and specific


B.  very difficult and specific 


C.  "open-ended"; relatively non-specific


D.  submitted by the team for management approval

Reference: p. 232

______________________________________________________________________________

68.  Giving a team increased autonomy in their work


A.  clearly produces positive results


B.  has a negative effect in most instances


C.  doesn't change effectiveness very much

*D.  has positive as well as negative effects

Reference: p. 233

______________________________________________________________________________

69.  Roles, relationships and organization of a group are components of its

A.  work schedule

B.  maturity

C.  cohesion

*D.  structure

E.  none of the above

Reference: p. 233

______________________________________________________________________________

70.  Roles are powerful shapers of behavior because they are based on __________.

A.  measures of results

*B.  people's expectations

C.  measures of effectiveness

D.  task functions

Reference: p. 233

______________________________________________________________________________

71.  Goal setting is important for strong group structure because


A.  goals eliminate the need for structure

*B.  clear goals help to clarify task functions and roles


C.  vague goals force clear assignments 


D.  clear goals stabilize the group's hierarchy

Reference: p. 234

‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑

______________________________________________________________________________

72.  One problem that arises when group members quickly volunteer for an assignment is that 


A.  they grab tasks that don't require them to learn


B.  they do so without knowing what the goal is 

*C.  other group members may find themselves struck with less desirable assignments


D.  status differences get thrown out of balance

Reference: p. 234

______________________________________________________________________________

73.  One of the major difficulties in assigning people task roles is that 


A.  some tasks are always refused by everyone


B.  members too easily accept tasks, creating a false sense of security in the group 


C.  duplication of assignments is rare, but gaps almost always occur

*D.  it is not easy to satisfy both ability and preference requirements

Reference: p. 234

______________________________________________________________________________

74.  When a group member lacks ability to do a task but desires to do it, it would be best to

A.  let them do it anyway so as not to anger them

*B.  pair them with someone who has the ability

C.  give them something else they like to do so they can be satisfied

D.  make them the leader

Reference: p. 234

______________________________________________________________________________

75.  The best way to assign tasks in a group that everyone likes or dislikes doing is to

*A.  provide opportunities to share these assignments across all members

B.  use tasks people like to reward them, and tasks they dislike to punish them if needed

C.  eliminate those tasks that members dislike

D.  give tasks that members like only to those with the ability to do them.

Reference: p. 234

______________________________________________________________________________

76.  If a team member has the desire to assume a task, but lacks the ability to do so, the leader or team members should try to 


A.  take the necessary steps to eliminate that task

*B.  use this situation to develop that team member through training


C.  promise that team member a task they desire some time in the future


D.  make it clear to the team member that he/she is threatening group cohesion

Reference: p. 234

______________________________________________________________________________

______________________________________________________________________________

77.  It is not common for group leaders to

*A.  be skilled at both task roles and socio-emotional roles


B.  be skilled at socio-emotional roles; they are most often task role leaders


C.  volunteer or otherwise exhibit interest in the leadership role


D.  to be a key influence on individual task assignments

Reference: p. 235

______________________________________________________________________________

78.  When group members each engage in some task and some socioemotional functions

A.  leadership is balanced and equal

*B.  it is still possible to identify one person as the group leader

C.  there is a leadership void

D.  leadership suffers because one individual should dominate in these roles, especially the


task role

Reference: lecture

______________________________________________________________________________

79.  Susan Soups was recently hired by a computer manufacturer as a systems analyst.  On her first day she was given a tour, shown her desk-one of dozens in a large room filled with working people, given some work, and left alone.  She quit after only a few weeks.  Susan explains, "No one every told me what I was supposed to be doing.  I played with numbers and learned some about machines, but I had no idea what I was supposed to come up with.  I also never did figure out what the people in the room with me were doing."  Which of the following best describes what prompted Susan to quit?

A.  role conflict

B.  role complications

C.  role assignment

*D.  role ambiguity

Reference: p. 236

______________________________________________________________________________

80.  Which of the following is a potentially effective way to deal with a disruptive team member?


A.  appeal to his/her sense of good will


B.  have the leader take him/her aside for a talk


C.  let him/her know they might have to leave the team


D.  seek help outside the group

*E.  any of the above

Reference: p. 236

______________________________________________________________________________

______________________________________________________________________________

81.  Status is __________

A.  a relative index of worth

B.  conferred by others

C.  a ranking of position or standing

D.  easily identifiable

*E.  all of the above

Reference: p. 236, 237

______________________________________________________________________________

82.  Factors that contribute to a person's status

A.  are almost always within their control

B.  usually beyond their control

C.  are easier to achieve than factors that contribute to loss of status

*D.  are within their control and beyond their direct control

Reference: p. 238

______________________________________________________________________________

83.  Status distribution in a group

*A.  is usually uneven


B.  is rarely a source of conflict


C.  is very commonly based on a group member's competence


D.  is usually pretty even in groups and teams at work

Reference: p. 238

______________________________________________________________________________

84.   Which of the following is TRUE regarding in impact of size on group dynamics?

A.  triads (groups of three people) work well because there is a third person to break the tie


between the two others

B.  dyads and triads have essentially the same interaction patterns because they are both very


small groups

*C.  dyads (groups of just two people) act primarily to avoid disagreements

D.  triads have less tension than dyads because of the balanced interaction patterns

Reference: p. 239

______________________________________________________________________________

85.  Triads are problematic because

*A.  when two people either agree or disagree, the third person faces an uncomfortable


choice

B.  disagreement occurs too infrequently

C.  they are too stable to be effective

D.  discussion is minimal

Reference: p. 239

______________________________________________________________________________

______________________________________________________________________________

86.  Triads are generally considered to be

A.  stable

B.  useful and productive for managers to use

C.  not as productive as dyads

*D.  unstable and tension‑producing

Reference: p. 239, 240

______________________________________________________________________________

87.  XYZ Company usually puts over a dozen people on its trouble‑shooting teams when a problem arises.  What is likely to occur on these teams?

A.  interaction will be satisfactory because people will speak up just as in a smaller group.

B.  deadlocks are not likely to occur because of the large size of the groups

*C.  interaction is likely to be inhibited

D.  the size is too large to prevent errors in groups' problem‑solving.

Reference: p. 240

______________________________________________________________________________

88.  Odd-numbered groups have a slight advantage over even-numbered groups because

A.  satisfaction is higher because cohesion is more likely

B.  interaction is enhanced by odd numbers

C.  the group is less likely to dissolve

*D.  deadlocks are less likely to occur

E.  all of the above

Reference: p. 240

______________________________________________________________________________

89.  What happens to member satisfaction as group size increases?

A.  satisfaction decreases because the group lacks enough formality

B.  satisfaction increases because members have more people to relate to

*C.  satisfaction decreases because it is harder for individuals to experience a contribution to


group success

D.  satisfaction does not change as a function of size

Reference: p. 240

______________________________________________________________________________

90.  In larger groups as opposed to smaller ones

A.  formality increases

B.  participation opportunities decrease

C.  performance improvements may or may not occur

D.  satisfaction may suffer

*E.  all of the above

Reference: p. 240

______________________________________________________________________________

______________________________________________________________________________

91.  What is the relationship between group size and performance of the group?

A.  by definition, more people can be more productive

*B.  the relationship depends on the nature of the task

C.  performance increases with size because formality increases

D.  performance decreases with size because satisfaction is lower

Reference: p. 240

______________________________________________________________________________

92.  Diversity in group member characteristics seems to

*A.  have a positive effect on decision-making and creativity


B.  argue in favor of cultural diversity fi one wants excellent initial performance from the



group


C.  make no difference whatsoever on group performance


D.  become a problem for group performance but only later on in the group's life.

Reference: p. 240

______________________________________________________________________________

Chapter 9

Group Processes and Effectiveness

______________________________________________________________________________

1.  Cohesion must occur very early in a group's development or else it will rarely succeed.

*FALSE*

Reference: p. 250, 251

______________________________________________________________________________

2.  Conflict appears at the very beginning of group development.

*FALSE*

Reference: p. 250

______________________________________________________________________________

3.  Four major stages of group development are orientation, conflict, cohesion, and effective structure.

*TRUE*

Reference: p. 250

______________________________________________________________________________

4.  Once a group fully matures, it rarely experiences disagreements over issues.

*FALSE*

Reference: p. 252

______________________________________________________________________________

5.  Problems associated with intimacy and openness occur very early in the "forming" or if orientation" stage.

*FALSE*

Reference: p. 251

______________________________________________________________________________

6.  It is difficult and not very common for a group or team to achieve effective structure or maturity.

*TRUE*

Reference: p. 252

______________________________________________________________________________

7.  Norms, like roles, refer to expectations about how group members ought to behave.

*TRUE*

Reference: 252

______________________________________________________________________________

______________________________________________________________________________

8.  Control in groups can be achieved through development and enforcement of norms.

*TRUE*

Reference: p. 252

______________________________________________________________________________

9.  Norms regarding behaviors that are important to a group are slow to develop because they require care in how they are stated.

*FALSE*

Reference: 253

______________________________________________________________________________

10.  Work groups norms deal mostly with fairness and rarely effect productivity.

*FALSE*

Reference: p. 254

______________________________________________________________________________

11.  A person who is less effected by approval from others is more likely to violate a group norm.

*TRUE*

Reference: 253

______________________________________________________________________________

12.  Group cohesiveness is not affected very much by how attractive the group is to its members.

*FALSE*

Reference: 254

______________________________________________________________________________

13.  A group does not have to be highly cohesive to survive and continue to work together.

*TRUE*

Reference: p. 254

______________________________________________________________________________

14.  An elitist feeling in a group, attributable to high entry requirements, tends to diminish potential for cohesion to occur.

*FALSE*

Reference: p. 255

______________________________________________________________________________

15.  Surprisingly, failure of a group contributes more to their cohesion than does success.

*FALSE*

Reference: p. 256

______________________________________________________________________________

______________________________________________________________________________

16.  One way to increase the cohesion of an informal work group is to subtly threaten it or one of its members.

*TRUE*

Reference: p. 256

______________________________________________________________________________

17.  Interpersonal similarities and interaction increase group cohesion.

*TRUE*

Reference: p. 256

______________________________________________________________________________

18.  Fairness, reflected in areas like status congruence, and rewards allocation, contributes to group cohesion.

*TRUE*

Reference: p. 256

______________________________________________________________________________

19.  Both external threat and success contribute to group cohesion.

*TRUE*

Reference: p. 256

______________________________________________________________________________

20.  Cohesion increases when new members enter a group because norm enforcement increases.

*FALSE*

Reference: p. 256

______________________________________________________________________________

21.  Group size is unrelated to the level of cohesion.

*FALSE*

Reference: p. 256

______________________________________________________________________________

22.  Cohesive groups tend to give individual members more freedom to behave as they personally see fit.

*FALSE*

Reference: p. 257

______________________________________________________________________________

23.  Cooperation is usually necessary for success in organizations, even when people work on separate or independent tasks.

*FALSE*

Reference: p. 258, 259

______________________________________________________________________________

______________________________________________________________________________

24.  The scarcity or distribution patterns of rewards can be a strong cause of competition.

*TRUE*

Reference: p. 259

______________________________________________________________________________

25.  Interdependent complex task requirements call for a cooperative rather than a competitive approach.

*TRUE*

Reference: p. 260, 261

______________________________________________________________________________

26.  Few, if any tasks benefit from competition.

*FALSE*

Reference: p. 261

______________________________________________________________________________

27.  Active, direct pressure is necessary for influence to take place.

*FALSE*

Reference: p. 261

______________________________________________________________________________

28.  People tend to perform better in the presence of others regardless of the task.

*FALSE*

Reference: p. 261

______________________________________________________________________________

29.  Training programs should use observers of the trainees because trainees will learn new things better and faster that way.

*FALSE*

Reference: p. 261

______________________________________________________________________________

30.  There is one main reason for social influence effects: the presence of others is distracting.

*FALSE*

Reference: p. 261

______________________________________________________________________________

31. The key "organizational citizenship" behavior of employees is to fully exercise their right to vote on organizational issues.

*FALSE*

Reference: p. 262

______________________________________________________________________________

______________________________________________________________________________

32.  Helping behaviors are strongly affected by modeling.

*TRUE*

Reference: p. 262

______________________________________________________________________________

33.  Extrinsic reinforcement can strongly encourage helping.

*TRUE*

Reference: p. 262

______________________________________________________________________________

34.  Normative societal expectations, such as reciprocity and social responsibility, are important factors which encourage helping behavior.

*TRUE*

Reference: p. 262

______________________________________________________________________________

35.  People's moods may strongly affect their inclination to help others.

*TRUE*

Reference: p. 262

______________________________________________________________________________

36.  The presence of others generally increases people's willingness to help.

*FALSE*

Reference: p. 262, 263

______________________________________________________________________________

37.  By displaying individual performance records, we can help reduce social loafing on the job.

*FALSE*

Reference: p. 263, 264

______________________________________________________________________________

38.  Many measures used to assess individual employee effectiveness have applicability in assessing group effectiveness.

*TRUE*

Reference: p. 264

______________________________________________________________________________

39.  The productivity of highly productive groups depends mainly on what the group's goals are.

*TRUE*

Reference: p. 266

______________________________________________________________________________

______________________________________________________________________________

40.  Members of low-cohesive groups are apt to differ more in their productivity than members of high cohesive groups.

*TRUE*

Reference: p. 266, 267

______________________________________________________________________________

41.  Members of cooperative groups are invariably more satisfied than members of competition groups.

*FALSE*

Reference: p. 266, 267

______________________________________________________________________________

42.  What are the major issues that must be resolved in the early orientation period of group development?

*A. establishing goals, priorities, and activities


B.  developing a plan to achieve maturity


C.  challenging the leadership


D.  facing and resolving conflict


E.  none of the above

Reference: p. 250

______________________________________________________________________________

43.  Due to uncertainty and other problems in early group formation, the storming or conflict stage of development might best benefit form


A.  trust that usually develops in the group's earliest stage 

*B. an appointed or emergent leader


C.  avoiding challenges to formal leaders


D.  members getting to know one another better

Reference: p. 250

______________________________________________________________________________

44.  What usually occurs during the cohesive stage of group development?


A.  the leader is put to various tests


B.  the group works to define goals and objectives

*C.  trust develops if consensus is achieved about goals


D.  a leader emerges to eliminate conflict

Reference: p. 251

______________________________________________________________________________

______________________________________________________________________________

45.  As a group defines its goals and activities, it often experiences some difficulties.  Individuals in the group may disagree over some of the goals or ways to meet those goals.  If these disagreements are NOT resolved then the group is said to be stuck in the stage.


A.  cohesive

*B.  conflict


C.  orientation


D.  disillusion

Reference: p. 251

______________________________________________________________________________

46. Once a group develops beyond the stages of orientation, conflict and cohesion, difficulties generally arise from


A.  conflict over priorities

*B.  interpersonal relationships


C.  weak leadership


D.  strategy development

Reference: p. 251

______________________________________________________________________________

47.  Which of the following describes a mature group?


A.  accepts members feelings


B.  encourages dissent


C.  makes decisions rationally


D.  shows awareness of group processes

*E.  all of the above

Reference: p. 252

______________________________________________________________________________

48.  Which of the following is least likely to occur as a group goes through various stages of development

*A.  achievement of full maturity

B.  challenges to leadership

C.  development of norms

D.  psychological withdrawal

E.  formation of subgroups

Reference: p. 252

______________________________________________________________________________

______________________________________________________________________________

49.  Which two things are keys to a group succeeding in the final or "performing" stage of their

development

A.  withholding disruptive feeling and avoiding disagreement

B.  open dissent and secret ballots

*C.  interpersonal openness and idea generation

D.  setting goals and accepting assignments

Reference: p. 252

______________________________________________________________________________

50.  Which of the following is FALSE regarding group norms?

A.  groups norms are consensus expectations about behavior

B.  group norms increase predictably of behavior

C.  group norms increase control

*D.  group norms are expectations of behavior for everyone in the group

Reference: p. 252

______________________________________________________________________________

51. For many years at HAL Business Machines, the informal dress code required that managers wear white, button-down, dress shirts.  Given what you know about groups norms which of the following is a probable rationale for this requirement?

A.  if a person looked like a manager s/he might act like a manager

B.  there would be more cohesion among managers if they all dressed similarly

C.  if people complied with such a narrow and rigid expectation such as dress, then they


could be expected to fulfill more role related expectations, giving the company more


control over their behavior

D.  it would label people as managers, focus their attention on their identity as managers,


and reduce their role ambiguity

*E. all of the above

Reference: p. 253

______________________________________________________________________________

52.  Which of the following is FALSE regarding norms?

A.  norms are learned and reinforced

B.  norms serve to reduce tension in new situations

*C.  norms serve to increase freedom

D.  some norms are more valued than others

Reference: p. 253

______________________________________________________________________________

______________________________________________________________________________

53.  If members of a group feel that a particular behavior, such as being on time, is critical for group success

A.  norms regarding this behavior become redundant and unnecessary

*B. norms regarding this behavior are very likely to be established

C.  rules will be written to govern such behavior, but norms will not develop

D.  the group will hold special meetings confined to evaluating such a behavior

Reference: p. 253

______________________________________________________________________________

54.  The power of a norm to control behavior in a group

*A. depends on members' willingness to pay the price of ignoring it

B.  has nothing to do with members' needs for approval and acceptance

C.  does not vary much from person to person

D.  depends on whether or not it is put into writing

Reference: p. 253

______________________________________________________________________________

55.  Ratebusters are workers who

A.  are willing to work for lower pay

B.  try to reduce productivity to redefine a "fair day's work"

*C.  perform beyond what other employees will tolerate

D.  perform beyond what management ever will accept

Reference: p. 254

______________________________________________________________________________

56.  When members of a group are highly attracted to membership in a group, what is the likely result?

A. difficult entry requirements arise

*B.  higher group cohesion occurs

C.  easy entry requirements arise

D.  conflicts arise sooner in the group's life

Reference: p. 254

______________________________________________________________________________

57.  The status of a group influences cohesion.  Status is likely related to

A.  status congruence

B.  group development factors

*C.  difficulty of entry

D.  stability of membership

Reference: p. 255

______________________________________________________________________________

______________________________________________________________________________

58.  The major automobile companies and the automobile workers unions in the U.S. both released press statements requesting continued voluntary quotas on the importing of Japanese cars.  The influx of Japanese cars has served to increase their cohesion somewhat.  This is an example of

A.  common goals

B.  group formation factors

C.  status congruence

*D.  external threat

Reference: p. 256

______________________________________________________________________________

59.  How does unstable membership affect group cohesion?

A.  it increases cohesion because norms get renewed attention

B.  it increases cohesion because new members replace stale ideas with fresh ones

*C.  it decreases cohesion because interactions, status patterns and leadership may change

D.  it decreases cohesion because norms must undergo revision

Reference: p. 256

______________________________________________________________________________

60.  Cohesion typically increases with

A.  group failure

*B.  group success

C.  case of entry

D.  pooled interdependence

Reference: p. 256

______________________________________________________________________________

61.  Which of the following is LEAST related to group cohesion?

A.  status congruence

B.  rewards allocation fairness

C.  common goals and interests

*D.  internal threat

Reference: p. 256

______________________________________________________________________________

62.  When a group's core interests are threatened, what is the most likely consequence?

A.  leadership abdication

*B.  increased group cohesion

C.  group meetings decreased

D.  membership turnover increases

Reference: p. 256

______________________________________________________________________________

______________________________________________________________________________

63.  If a manager feels that a groups' cohesion is working against the organization, he/she should

consider

A.  leaking out subtle threats to the group

B.  decreasing the group size

*C.  altering the group membership

D.  evaluating the groups' fairness norms

Reference: lecture

______________________________________________________________________________

64.  Cooperation in organizations

A.  must be consciously designed into tasks or it won't occur

B.  is guaranteed when opportunities exist for it to occur

C.  cannot be affected by the design of equipment

*D.  may be a natural consequence of how tasks are designed

Reference: p. 258

______________________________________________________________________________

65.  Research has shown that there are

*A.  individual and cultural differences in the tendency to cooperate

B.  few or several differences between people in cooperativeness; most prefer cooperation

C.  few or several differences between people in cooperativeness; most prefer to complete

D.  small individual differences in desire to cooperate within a given society or culture

Reference: p. 258

______________________________________________________________________________

66.  Competition within an organization can be useful if 

*A. there are few incentives to win at the expense of others

B.  rewards are scarce

C.  it increases within-group competition

D.  it fosters acceptance, which in turn guarantees cooperation

Reference: p. 259

______________________________________________________________________________

67.  In using rewards to foster cooperation, management should

A.  set norms of cooperation, but reward the best performers the most

B.  let the group select the two or three members that best deserve the reward


*C.  establish some method for rewards to be shared widely and rather equally

D.  use a lottery system so all employees have the same statistical chance to benefit

Reference: p. 259

______________________________________________________________________________

______________________________________________________________________________

68.  Task complexity tends to foster cooperation because

A.  it increases people's alertness

B.  it pulls people with similar abilities together

C.  information demands tend to decrease

*D. it calls for interdependence and interaction

Reference: p. 260, 261

______________________________________________________________________________

69.  Which of the following task situations are likely to benefit more from competition between employees?

A.  new-product development team

*B.  geographically dispersed sales force

C.  trouble-shooting a problem on a complex satellite

D.  producing a video-tape program

E.  none of the above

Reference: p. 261

______________________________________________________________________________

70. Simon Legrand, the training manager, needs to train some workers on a totally new procedure which is very complex and detailed.  He decided to have the trainees take turns practicing the procedure.  Everyone would watch everyone else so they could all learn from each others' mistakes.  Knowing what you do about social facilitation, how will this affect performance?

A.  performance will be low because the task is ambiguous

B.  performance will be good because people are more motivated to look good in front of


people, so they do better

*C.  performance will be low because people tend to make more mistakes on new tasks


when they are being watched

D.  performance will be high because people get apprehensive about being observed and


evaluated and therefore work harder and better.

Reference: p. 261

______________________________________________________________________________

71.  Which of the following is TRUE about social facilitation?

A.  since people react to things differently the only thing that can be said is that people


get distracted in different ways, but the outcome is still lower performance

B.  social facilitation means that people have to get actively and socially involved with


each other in order to have an influence on each other

C.  the presence of others generally serves to inhibit performance

*D.  since people react to things differently, one thing that can be said is that the presence


of others sensitizes people

Reference: p. 261

______________________________________________________________________________

______________________________________________________________________________

72.  Prosocial or organizational citizenship behavior involves:

A.  using representation and voting mechanisms to insure employee participation

B.  setting up organizational programs to help the community within which the


organization exists.

*C. employees engaging in helpful, courteous conscientious or sportsmanlike acts

D.  taking the initiative and showing the courage to report unsafe behaviors or rule


violations at work

Reference: p. 262

______________________________________________________________________________

73. The use of celebrities in television commercials for "save the children" organizations is an example of the use of to get people to help.

A.  empathic concern

*B.  modeling

C.  extrinsic outcomes

D.  mood

Reference: p. 262

______________________________________________________________________________

74.  People are more willing to help

*A.  if you pay them to do it

B.  if they are younger

C.  when others are watching

D.  as a way to change a bad mood

E.  none of the above

Reference: p. 262

______________________________________________________________________________

75.  Reciprocity encourages helping behavior when

A.  people receive large extrinsic rewards for helping us

*B. others give voluntarily

C.  we are unsure of whether we need help

D.  there is a balance in human relationships

E.  none of the above

Reference: p. 262

______________________________________________________________________________

______________________________________________________________________________

76.  The presence of others appears to

A.  foster helping behavior because people don't want to look selfish

B.  improve the odds you'll help, but only if you've rarely done it before

C.  necessary for reciprocity to occur

*D.  have an inhibiting effect on helping

Reference: p. 262, 263

______________________________________________________________________________

77. Thirty people watched a woman murdered right outside of their apartment complex and not one of them helped or even called the police.  This is an example of

*A.  social loafing

B.  ingratiation

C.  preoccupation

D.  reciprocity

Reference: p. 263, 264

______________________________________________________________________________

78.  Social loafing research points out

A.  the numbers of people, i.e., the size of the group, does not affect whether people help

B.  responsibility is irrelevant in predicting helping behavior

C.  work groups can be encouraged to help by adding more people

*D. the paradox that the presence of others who might evaluate us does not necessarily


mean that we will help

Reference: p. 263

______________________________________________________________________________

79.  Which of the following best explains why social loafing takes place?

A.  other people available to do the job

B.  willingness to "pass the buck"

C.  avoiding becoming the "patsy"

D.  protection from failure

*E.  all of the above

Reference: p. 263, 264

______________________________________________________________________________

80.  When people feel their individual contribution will be evaluated they

A.  work harder at loafing

*B.  are less likely to engage in social loafing

C.  resist assignments more vigorously to avoid becoming the "sucker" or “patsy”

D.  work to their absolute peak performance

Reference: p. 264

______________________________________________________________________________

______________________________________________________________________________

81. Which of the following is NOT a measure of group effectiveness?

A.  productivity

*B.  norms

C.  satisfaction

D.  retention

Reference: p. 264

______________________________________________________________________________

82.  Which of the following is an example of a measure of group effectiveness?

A.  the group has grown in size over the last 2 years


B.  the group meets to discuss business 3 times a week for I hour each time

C.  the group has had two leaders in 10 years

*D.  98% of the group's original members were still in the group after 4 years of work

E.  all of the above

Reference: p. 264

______________________________________________________________________________

83.  Group performance can be measured

A.  using quantity standards

B.  using quality standards

C.  using objective measures

D.  through supervisory ratings

*E.  all of the above

Reference: p. 264

______________________________________________________________________________

84.  Using work teams has shown that it can contribute to

A.  reduced absenteeism but higher turnover

B.  higher turnover with higher satisfaction

C.  employee retention but little effect on productivity

*D.  reduced absenteeism and lower turnover

Reference: p. 266

______________________________________________________________________________

85.  Whenever employees work under competitive conditions, such as could be the case with sales forces,

A.  employees should be kept separate from each other as much as possible

B.  cohesion becomes irrelevant factor

*C.  care must still be taken to foster cooperation on selected aspects of performance

D.  rewards must still be shared equally

Reference: p. 266

______________________________________________________________________________

______________________________________________________________________________

86.  The relationship between cohesion and productivity is

A.  positive

*B.  dependent on the group's goals

C.  negative

D.  undetermined

Reference: p. 266

______________________________________________________________________________

87.  What is true about productivity WITHIN a work group?

A.  members perform differently within cohesive groups because cohesive groups tolerate


more freedom

B.  members perform highly toward organizational goals in moderately cohesive groups

*C.  members perform more similarly in highly cohesive groups

D.  members perform poorly in low cohesive groups

Reference: lecture

______________________________________________________________________________

88.  Which of the following is true about group member satisfaction?

*A.  it depends on member expectations and the rewards they receive

B.  members of competitive groups are typically less satisfied

C.  the difference between winners and losers in the competition is not statistically


significant

D.   although some people lose, the satisfying rewards are much more potent in


competitive groups

Reference: p. 267

______________________________________________________________________________

Chapter 10

Conflict

______________________________________________________________________________

1.  Unless people become aware of a threatening condition, conflict is not very likely to erupt.

*TRUE*

Reference: p. 278

______________________________________________________________________________

2.  A past history of cooperation between parties can help to reduce the likelihood of new conflict erupting.

*TRUE*

Reference: p. 278

______________________________________________________________________________

3.  Conflict can be resolved or suppressed, but is rarely preventable.

*FALSE*

Reference: p. 279

______________________________________________________________________________

4.  One reason conflict is difficult to avoid is because organizations' multiple goals are often conflicting.

*TRUE*

Reference: p. 279

______________________________________________________________________________

5.  Organizations encounter inter-group conflict because different departments have different needs and perspectives.

*TRUE*

Reference: p. 279

______________________________________________________________________________

6.  It is very unwise to think of some conflicts as being inevitable.

*FALSE*

Reference: p. 279

______________________________________________________________________________

7.  It is not appropriate to think of conflict as healthy in an organization.

*FALSE*

Reference: p. 280

______________________________________________________________________________

______________________________________________________________________________

8.  The absence of conflict between some departments in an organization can indicate their performance may be inadequate in those departments.

*TRUE*

Reference: p. 280

______________________________________________________________________________

9.  Healthy conflict usually arises out of employees doing their job effectively.

*TRUE*

Reference: p. 280

______________________________________________________________________________

10.  There is probably an optimal level of conflict in many organizations.

*TRUE*

Reference: p. 280

______________________________________________________________________________

11.  The absence of conflict makes most organizations more efficient.

*FALSE*

Reference: p. 280

______________________________________________________________________________

12.  Groups in conflict with each other tend to behave similarly to when they are in competition with each other.

*TRUE*

Reference: p. 281

______________________________________________________________________________

13.  Cohesion increases in groups that are in competition with each other, but not when they are in conflict with each other.

*FALSE*

Reference: p. 281

______________________________________________________________________________

14.  In general, conflict between groups is more easily resolved than conflict between individuals.

*FALSE*

Reference: p. 281, lecture

______________________________________________________________________________

15.  Knowing the causes of conflict does not usually help in resolving those conflicts.

*FALSE*

Reference: p. 281

______________________________________________________________________________

______________________________________________________________________________

16.  Causes of conflict can be divided into 3 major categories: individual characteristics, situational forces between groups and individuals, and organizational conditions.

*TRUE*

Reference: p. 281, 282

______________________________________________________________________________

17.  Value differences between individuals, as well as differing occupational perspectives, are sources of conflict at work.

*TRUE*

Reference: p. 281

______________________________________________________________________________

18.  People high in need for achievement pursue their own individual goals and therefore rarely if ever get into conflict with others.

*FALSE*

Reference: p. 282

______________________________________________________________________________

19.  The fundamental attribution error can be a cause of conflict.

*TRUE*

Reference: p. 282

______________________________________________________________________________

20.  Perceptual tendencies are much more likely to prevent conflict rather than to cause it.

*FALSE*

Reference: p. 282

______________________________________________________________________________

21.  If there is a need to interact, parties in organizations are less likely to enter conflict.

*FALSE*

Reference: p. 283, 284

______________________________________________________________________________

22.  When parties in an organization have a requirement to agree with each other, conflict is minimized.

*FALSE*

Reference: p. 284

______________________________________________________________________________

23.  Clear status differences can be a force that engenders conflict.

*TRUE*

Reference: p. 284

______________________________________________________________________________

______________________________________________________________________________

24.  Communication is a means to resolve conflict but not a cause of it.

*FALSE*

Reference: p. 285

______________________________________________________________________________

25.  Well-defined roles and responsibilities decrease chances for conflict.

*TRUE*

Reference: p. 285

______________________________________________________________________________

26.  Different specialties, such as those in staff departments versus those in line units, often stimulate conflict.

*TRUE*

Reference: p. 285

______________________________________________________________________________

27.  Clear goals may still be a source of conflict between parties.

*TRUE*

Reference: p. 286

______________________________________________________________________________

28.  Scarce resources in an organization typically become a stimulus to cooperation rather than conflict.

*FALSE*

Reference: p. 286

______________________________________________________________________________

29.  One of the easiest ways to eliminate conflict in an organization is to employ the principle of unity of command.

*FALSE*

Reference: p. 286

______________________________________________________________________________

30.  Policies and rules can prevent conflict, but they also contribute to conflict in and of themselves.

*TRUE*

Reference: p. 286

______________________________________________________________________________

______________________________________________________________________________

31.  When the stakes in a conflict are high, the parties in conflict work harder and thereby make the conflict easier to resolve.

*FALSE*

Reference: p. 288

______________________________________________________________________________

32.  Competition over budgets is an example of a zero sum negotiation.

*TRUE*

Reference: p. 288

______________________________________________________________________________

33.  The quality of leadership of parties in a conflict has surprisingly little to do with whether or not the conflict will be resolved.

*FALSE*

Reference: p. 289

______________________________________________________________________________

34.  The five basic styles of reacting to conflict are: avoiding, accommodation, competing, compromising, and collaborating.

*TRUE*

Reference: p. 290

______________________________________________________________________________

35.  Avoiding conflict simply delays the inevitable and therefore has little usefulness.

*FALSE*

Reference: p. 291

______________________________________________________________________________

36.  Giving in to the other person can help maintain a good relationship.

*TRUE*

Reference: p. 291

______________________________________________________________________________

37.  Accommodation is not a good strategy when you know you are wrong.

*FALSE*

Reference: p. 291

______________________________________________________________________________

38.  Accommodating in conflict situations may be taken as a gesture of good will by the other party.

*TRUE*

Reference: p. 291

____________________________________________________________________________

______________________________________________________________________________

39.  Those who compete in conflict situations see such situations as having "winners" and

"losers".

*TRUE*

Reference: p. 291

______________________________________________________________________________

40.  When competing parties have similar power and mutually exclusive goals, compromise may be a particularly good strategy to use.

*TRUE*

Reference: p. 292

______________________________________________________________________________

41.  When collaboration or competition fails, the parties in a conflict should never consider compromise.

*FALSE*

Reference: p. 292

______________________________________________________________________________

42.  All conflicts are worthy of collaboration as a means of resolution.

*FALSE*

Reference: p. 292

______________________________________________________________________________

43.  Successful collaboration requires that the parties avoid stressing their own needs and goals.

*FALSE*

Reference: p. 292

______________________________________________________________________________

44.  Collaborative styles are useful when the parties in conflict are each committed to different goals.

*TRUE*

Reference: p. 292

______________________________________________________________________________

45.  One way to avoid a "gamesmanship" atmosphere in an organization is to avoid overusing the compromising style.

*TRUE*

Reference: p. 294

______________________________________________________________________________

______________________________________________________________________________

46.  A boss who uses the avoiding style of reaction to conflict may inadvertently be delegating decision making to his/her subordinates.

*TRUE*

Reference: p. 294

______________________________________________________________________________

47.  Confrontation techniques of conflict resolution are related most strongly to the competitive style.

*FALSE*

Reference: p. 295, 296

______________________________________________________________________________

48.  The goal of confrontation techniques is to bring together parties to a conflict on a constructive basis in order to build long-lasting solutions.

*TRUE*

Reference: p. 295, 296

______________________________________________________________________________

49.  Confrontation techniques of conflict resolution are considered efficient because they avoid the use of third parties to help resolve the conflict.

*FALSE*

Reference: p. 296

______________________________________________________________________________

50.  Negotiating and bargaining have their greater advantage in avoiding the use of styles such as competing and accommodation.

*FALSE*

Reference: p. 296

______________________________________________________________________________

51.  Mediators usually do not make binding decisions as arbitrators do.

*TRUE*

Reference: p. 296, 297

______________________________________________________________________________

52.  Arbitrators are particularly useful in union-management negotiations because they are not empowered to make decisions that bind the parties.

*FALSE*

Reference: p. 296, 297

______________________________________________________________________________

______________________________________________________________________________

53.  Arbitrators usually enter union-management negotiations early in the process so as to prevent unnecessary disagreements.

*FALSE*

Reference: p. 296, 297

______________________________________________________________________________

54.  Principled negotiation relies heavily on problem solving models and collaborative approaches.

*TRUE*

Reference: p. 297, 298

______________________________________________________________________________

55.  The four steps in principled negotiation are: separate the people from the problem, focus on interests, invent options, and insist on objective criteria.

*TRUE*

Reference: p. 297, 298

______________________________________________________________________________

56.  In applying principled negotiation, parties in conflict should avoid expressing their wants and needs.

*FALSE*

Reference: p. 298

______________________________________________________________________________

57.  Goal setting may become a source of conflict but it is also a good way to help prevent a lot of it.

*TRUE*

Reference: p. 299

______________________________________________________________________________

58.  Job descriptions can help to reduce jurisdictional disputes.

*TRUE*

Reference: p. 299, 300

______________________________________________________________________________

59.  Rules and procedures can be particularly useful means of conflict management, but only in repetitive or routine situations.

*TRUE*

Reference: lecture

______________________________________________________________________________

______________________________________________________________________________

60.  To prevent conflict, one should almost always increase communication between parties.

*FALSE*

Reference: p. 300

______________________________________________________________________________

61.  Rotating personnel across departments tends to increase interdependency and therefore increases the chances for conflict.

*FALSE*

Reference: p. 300

______________________________________________________________________________

62.  In order for conflict episodes to progress or become manifest, it is necessary for the parties to


A.  have been in conflict in the past


B.  make an initial attempt at suppressing their disagreement


C.  perceive conflict as healthy

*D.  become aware or perceive some threat

Reference: p. 278

______________________________________________________________________________

63.  Conflict aftermath refers to

*A.  any feelings or acts that persist after conflict is resolved or suppressed


B.  the positive results of a conflict episode


C.  the negative results of a conflict episode


D.  the effect of a conflict episode on people other than the parties involved

Reference: p. 278

______________________________________________________________________________

64.  The choice between cooperation or conflict for two parties can be affected by


A.  the past history of the parties


B.  their perceptions and attitudes toward each other


C.  their level of mutual trust

*D.  all of the above

Reference: p. 278

______________________________________________________________________________

65.  Plans, policies, and procedures are appropriate when conflict is


A.  manifested

*B.  preventable


C.  severe


D.  suppressed

Reference: p. 279

______________________________________________________________________________

______________________________________________________________________________

66.  When conflict appears to be inevitable, the best approach is to

A.  improve preventative measures even more than before

B.  forget it; there's nothing you can do that s worth your effort

C.  deny its inevitability or else it will get the best of you

*D.  accept it and keep it within tolerable limits

Reference: p. 279

______________________________________________________________________________

67.  Which of the following is the best reason why some conflict in organizations is inevitable?

A.  because people ignore rules and procedures

B.  because so many people view it as healthy

C.  because of the past histories of departments

*D.  because organizations use specialists and set goals

Reference: p. 279

______________________________________________________________________________

68.  When sales departments disagree with research departments over whether a new product will sell, it is probably a sign of

A.  preventable conflict

B.  human personality differences

*C.  healthy conflict

D.  limited conflict

Reference: p. 280

______________________________________________________________________________

69.  A consultant reported that the sales, research, and production departments of the Doodah Company hardly ever fought with each other.  Doodah is currently competing with new competitors and trying to develop several new products to hold their share of the market.  How would you describe the level of conflict between these departments?


A. optimal


B. blatant


C. average

*D. unhealthy,

Reference: p. 280

______________________________________________________________________________

70.  Organization effectiveness is probably maximized when conflict is


A.  low

*B.  moderate


C.  high


D.  eliminated

Reference: p. 280

______________________________________________________________________________

______________________________________________________________________________

71.  When groups are in conflict with one another


A.  it is much more severe than when individuals are in conflict

*B.  they act similarly to when they are in competition


C.  they behave much differently than when they are in competition


D.  conflict is more likely to become manifest than when individuals are in conflict


E.  none of the above

Reference: p. 281

______________________________________________________________________________

72.  In general, behavioral tendencies in groups make intergroup conflict 

*A. quite likely


B.  very uncommon


C.  easier to resolve than other forms of conflict


D.  no different than when two individuals are in conflict

Reference: p. 281

______________________________________________________________________________

73. When management wants to add robotics to trim a work force when labor costs increase, and unions want an employment security guarantee, the resulting conflict is caused primarily by


A.  labor laws

*B.  different values


C.  illegal contract clauses


D.  male tendencies to compete

Reference: p. 281

______________________________________________________________________________

74.  Perceptions are especially likely to influence conflict when __________.

*A.  ambiguity exists in the situation


B.  uncertainty is low


C.  information is shared


D.  knowledge is unevenly distributed

Reference: p. 282

______________________________________________________________________________

75.  Conflict is more likely to arise between groups when


A.  groups do not need to interact to get the work done


B.  ties between groups are strong

*C.  employees should cooperate such as on complex projects

D.  intragroup ties are weak

Reference: p. 283, 284

______________________________________________________________________________

______________________________________________________________________________

76.  Need for consensus between parties tends to

*A.  increase the likelihood for conflict


B.  decrease the likelihood for conflict


C.  not affect the likelihood for conflict


D.  reduce the need for interaction but doesn't eliminate conflict

Reference: p. 284

______________________________________________________________________________

77. Communication between groups in an organization may 

A.  increase the likelihood for conflict

B.  decrease the likelihood for conflict

C.  not affect the likelihood for conflict

*D.  all of the above

Reference: p. 285

______________________________________________________________________________

78. The conflict that often arises between cooks and waiters or waitresses in restaurants is probably rooted in

*A.  status differences


B.  restaurant manager attitudes


C.  ambiguous responsibilities


D.  regulations that effect restaurants such as sanitation laws

Reference: p. 284

______________________________________________________________________________

79.  Communication is an integral part of conflict because


A.  communication barriers can cause conflict


B.  communication opportunities can cause conflict


C.   communication is often necessary to resolve conflict


D.  communication increases the knowledge parties have about each other

*E. all of the above

Reference: p. 285

______________________________________________________________________________

______________________________________________________________________________

80.  The company created a task force to deal with employee resistance to change.  No one on the task force could figure out what the problem really was or what they were supposed to do.  The committee dissolved itself in disgust and several departments with representatives on the committee refused to cooperate with each other anymore.  This is an example of how conflict occurs when there is (are)


A.  status differences


B.  communication barriers

*C.  ambiguous responsibility


D.  jurisdictional disputes

Reference: p. 285

______________________________________________________________________________

81. Specialization is at the root of conflict because


A.  it contributes to overlapping job descriptions

*B. specialists must coordinate their efforts in most organizations


C.  specialists are given equal status


D.  specialists of different kinds know too much about each others' fields of expertise

Reference: p. 285

______________________________________________________________________________

82. An example of __________ is when a Personnel Department gets resistance and argument from the sales managers over how applicants should be interviewed.


A.  accommodation


B.  sequential interdependence


C.  circular conflict

*D.  line-staff conflict

Reference: p. 285

______________________________________________________________________________

83.  Participation by employees in goal setting for the organization and their departments

*A.  may well provide another basis for conflicts to arise


B.  doesn't effect the likelihood of conflict one way or another


C.  usually eliminates most of the common conflicts in organizations


D.  reduces conflict because goal setting avoids value differences

Reference: p. 286

______________________________________________________________________________

______________________________________________________________________________

84.  When various units in an organization arrive at consensus on goals


A.  conflict is very likely to be extremely minimized, if not eliminate


B.  something is likely wrong; such agreement is rare and indicates suppressed conflict

*C.  conflict may still emerge


D.  methods to achieve goals are usually pursued cooperatively

Reference:  p. 286

______________________________________________________________________________

85.  Pushing for higher productivity can run the risk of reducing safety in a factory.  This is an example of

*A.  goal conflict


B.  role ambiguity


C.  task interdependence


D.  communication barriers


E.  none of the above

Reference: p. 286

______________________________________________________________________________

86.  The owner of the restaurant only comes by once a week, and always arrives during the busiest part of the day.  When he asked a bus boy to leave the dining area to vacuum his company car, the bus boy's supervisor was angry because it left him short in the dining room.  The bus boy was confused about what to do.  This is an example of a violation of

*A. the unity of command principle


B.  the hierarchy of authority principle


C.  efficient goal setting practices


D.  task interdependence

Reference: p. 286

______________________________________________________________________________

87.  Policies and procedures can be helpful in reducing conflict

A.  by increasing role clarity

B.  by smoothing interactions

C.  if they do not overly restrict autonomy

D.  when they reflect mistrust

*E.  all of the above

Reference: p. 286

______________________________________________________________________________

______________________________________________________________________________

88. Suppose your supervisor lets you know you are not carrying your share of the work load, but you are afraid of what your fellow workers will do to you if you work -harder.  The source of your conflict can likely be traced to


A.  company policy


B.  task interdependencies

*C.  the effect of rewards


D.  scarce resources

Reference: p. 286

______________________________________________________________________________

89.  Conflicts are somewhat easier to resolve when


A.  saving face is important to the parties

*B.  the issues in question are not a matter of principle to the parties


C.  when the stakes are high


D.  when the original issue fades into the background

Reference: p. 288

______________________________________________________________________________

90.  Conflicts over budget allocations are likely to be somewhat severe because

*A.  the stakes are often perceived as high


B.  it is a positive-sum interdependence situation


C.  status differences are usually ignored in budget matters


D.  compromises cannot be made


E.  all of the above

Reference:
p. 288

______________________________________________________________________________

91. Conflict resolution potential is often seriously hampered by


A.  the involvement of third parties


B  positive sum interdependence

*C.  weak leadership of the parties involved


D.  trivial stakes

Reference: p. 289

______________________________________________________________________________

92.  Conflict resolution is made significantly more difficult when


A.  the parties have been interdependent for a long time


B.  parties try to preserve and continue a long term relationship

*C.  one party perceives that it is time for the other party to give up something of value


D.  accommodating acts outnumber compromising acts

Reference: p. 289

______________________________________________________________________________

______________________________________________________________________________

93.  When issues are trivial the style of conflict resolution is useful.


A.  accommodating


B.  compromising


C.  competing

*D.  avoiding

Reference: p. 290, 291

______________________________________________________________________________

94. The style of conflict resolution occurs when a person is high on concern for others' goals or needs and low on concern for his/her own goals or needs.

*A.  accommodating


B.  compromising


C.  competing


D.  collaborating

Reference: p. 291

______________________________________________________________________________

95.  Jim always gives in to his fellow workers even when it is not in his own best interests.  He has a/an __________ style of conflict resolution.


A.  avoiding


B.  compromising

*C.  accommodating


D.  collaborating


E.  none of the above

Reference: p. 291

______________________________________________________________________________

96.  When you are wrong and you want to preserve a good relationship it is useful to use the style of conflict resolution.


A.  avoiding


B.  compromising

*C.  accommodating


D.  collaborating

Reference:  p. 291

______________________________________________________________________________

______________________________________________________________________________

97. When managers are short on time and need to take an unpopular but necessary decision, he/she should use which style?


A.  collaborative

*B.  competitive


C.  underlateral


D.  compromise


E.  eupsychian

Reference:  p. 291

______________________________________________________________________________

98.  When two parties have similar power but mutually exclusive goals, they should probably attempt to

*A.  compromise


B.  get the other party to accommodate 


C.  add to their power to try to win


D.  give up some power to invite cooperation

Reference:  p. 291, 292

______________________________________________________________________________

99. If a solution can be found to satisfy both parties in a conflict then the best style of conflict resolution is

*A.  collaborating


B.  compromising


C.  avoiding


D.  accommodating


E.  all of the above

Reference: p. 292

______________________________________________________________________________

100.  The collaborative style requires that the parties in conflict.


A.  avoid expressing their needs so as to not appear demanding or selfish


B.  revise their needs to show willingness to be accommodating

*C.  express their needs so that they can understand each other's position better


D.  guess at each other's needs as a warming up exercise

Reference: p. 292

______________________________________________________________________________

______________________________________________________________________________

101.  A supervisor with an overly competitive style


A.  contributes to the development of subordinates


B.  manipulates subordinates with reciprocation obligations


C.  tires other people out with their "deals"

*D.  cuts off upward information flow

Reference: p. 294

______________________________________________________________________________

102.  A supervisor who rarely accommodates when disagreements arise with subordinates


A.  is doing what he/she gets paid to do

*B.  may ignore important exceptions to rules


C.  overburdens subordinates


D.  is much more likely to accommodate toward peers at his/her level


E.  all of the above

Reference: p. 294

______________________________________________________________________________

103.  A supervisor  who avoids conflict within his/her work group

A.  may deprive subordinates of help they need

B.  may allow coordination to suffer

C.  can cause disagreements to go unattended

D.  relinquish important decisions to others

*E.  all of the above

Reference: p. 294

______________________________________________________________________________

104.  Which of the following is TRUE concerning confrontation techniques in conflict management?

A.  the parties in conflict agree to compete on the issues

B.  a liaison brings two parties together to tell them what to do

*C.  the parties in conflict decided to meet face to face

D.  they are based on the compromising style of management

Reference: p. 295, 296

______________________________________________________________________________

105.  Which of the following is NOT a confrontation technique of conflict resolution?

A.  bargaining

B.  principled negotiation

*C.  liaison integration

D.  arbitration

Reference: p. 296

_____________________________________________________________________________

______________________________________________________________________________

106.  Arbitration differs from mediation in that

A. arbitrators do not make binding decisions

B.  mediators always are provided by the Federal Mediation and Conciliation Service

C.  mediation, not arbitration, is used in labor management disputes

*D.  mediators typically do not make binding decisions

Reference: p. 296, 297

______________________________________________________________________________

107.  Confrontation techniques such as principled negotiation utilize

*A.  a problem solving approach


B.  mediators and arbitrators


C.  adjusting relational conditions to a first step


D.  the "hard approach" to conflict resolution


E.  none of the above

Reference: p. 297, 298

______________________________________________________________________________

108.  Principled negotiation is characterized as an alternative to

A.  the use of liaisons


B.  organization restructuring

*C.  relationships oriented and competitive techniques


D.  problem solving methods

Reference: p. 297, 298

______________________________________________________________________________

109.  In a conflict situation, one part says, "I cannot make my equipment available until the end of the month." The other party says, "We can't wait that long.  You have to make the equipment available or we will lose this customer."  The parties are best described as


A.  expressing their interests


B.  inventing options to pursue

*C.  taking positions


D.  insisting on objective criteria

Reference: p. 298

______________________________________________________________________________

110.  Animportantobjectivecriteriatoevaluateasolutioninprinciplednegotiationis


A.  flexibility

*B.  fairness


C.  economics


D.  interpretability

Reference: p. 298

______________________________________________________________________________

______________________________________________________________________________

111.  In both principled negotiation and the integrative decision method

A.  outsiders are used to evaluate solutions

*B.  the two parties work together to generate ideas that might resolve the conflict

C.  the use of a third party to help the process is avoided

D.  a relationship orientation is required to foster cooperative behavior

Reference: lecture

____________________________________________________________________________

112.  Policies, procedures, and rules

A.  tend to cause conflict, so altering them will only make things worse

*B.   may cause conflict, but can be revised to help prevent it as well

C.  cannot solve disputes rooted in unfairness

D.  resolve conflict primarily because they usually increase communications

Reference: p. 300

______________________________________________________________________________

113. Which of the following changes in communication can be used to help minimize conflict?

A.  increase it between the parties

B.  decrease or eliminate the opportunity for it between the parties

C.  eliminate face-to-face communication only

D.  have employees work with and talk to members of the interdependent departments

*E.  all of the above

Reference: p. 300

______________________________________________________________________________

Chapter 11

Decision Making

______________________________________________________________________________

1.  According to Herbert Simon, management and decision-making are the same thing.

*TRUE*

Reference: p. 309

______________________________________________________________________________

2.  The decision making process involves many smaller decisions within it.

*TRUE*

Reference: p. 310

_______________________________________________________________________________

3.  Most decisions require further decisions for adjustments and modifications.

*TRUE*

Reference: p. 312

______________________________________________________________________________

4.  The first step in normative models of decision-making is recognition and definition of the problem at hand.

*TRUE*

Reference: p. 312

______________________________________________________________________________

5.  Normative models are often derived from knowledge of mistakes people usually make in the decision process.

*TRUE*

Reference: p. 312

______________________________________________________________________________

6.  Normative, rational, and economic decision models are essentially the same thing.

*TRUE*

Reference: p. 312

______________________________________________________________________________

7.  Good decision-making keeps personal acceptability out of the process so objectivity can be maintained.

*FALSE*

Reference: p. 313, 314

______________________________________________________________________________

______________________________________________________________________________

8.  There is only one way to determine the effectiveness of a decision: if it is accepted by those who are affected by it.

*FALSE*

Reference: p. 313, 314

______________________________________________________________________________

9.  Bounded rationality refers to human limits on identifying and evaluating decision alternatives.

*TRUE*

Reference: p. 314

______________________________________________________________________________

10.  Satisficing is the selection of alternatives meeting minimal criteria, and use of the first acceptable alternative which arises.

*TRUE*

Reference: p. 314, 315

______________________________________________________________________________

11.  One way to minimize satisficing would be to consider alternative causes of a problem before working on solutions.

*TRUE*

Reference: lecture

______________________________________________________________________________

12.  The strength of the garbage can decision model is that all relevant employees must be available to aid in making the decision.

*FALSE*

Reference: p. 315

______________________________________________________________________________

13.  According to the garbage can model, ideas are often problems in search of a solution.

*FALSE*

Reference: p. 315

______________________________________________________________________________

14.  The garbage can model gets its name from using a mixture of techniques to form a normative procedure.

*FALSE*

Reference: p. 315

______________________________________________________________________________

______________________________________________________________________________

15.  The first major difficulty in decision-making is the preliminary selection of what constitutes a problem, and of those selected, deciding which demand solving.

*TRUE*

Reference: p. 318

______________________________________________________________________________

16.  One can reasonably argue that human decision making is an exercise in the expression of values.

*TRUE*

Reference: p. 317

______________________________________________________________________________

17.  Problems are most often dealt with in the order of importance, not the order in which they arise.

*FALSE*

Reference: p. 318

______________________________________________________________________________

18.  Given a choice between planning and action taking, most people prefer planning because it reduces decision errors.

*FALSE*

Reference: lecture

______________________________________________________________________________

19.  Nothing is a problem until someone decides to call it that.

*TRUE*

Reference: p. 318

______________________________________________________________________________

20.  Consulting with others who can counter our own biases and give perspective only confuses problem selection.

*FALSE*

Reference: p. 318

______________________________________________________________________________

21.  Value clarification distracts managers from the problem at hand, and distorts problem solving.

*FALSE*

Reference: p. 318

______________________________________________________________________________

______________________________________________________________________________

22.  Value clarification usually uncovers widespread agreement and reduces the need for consensus testing.

*FALSE*

Reference: p. 318

______________________________________________________________________________

23.  One way to improve problem definition is to avoid thinking about possible solutions too quickly.

*TRUE*

Reference: p. 319

______________________________________________________________________________

24.  One good way to come to a good problem definition is to determine its causes.

*TRUE*

Reference: p. 319

______________________________________________________________________________

25.  One should use creativity mainly in generating new and innovative solutions, but not in defining actual problems.

*FALSE*

Reference: p. 319

______________________________________________________________________________

26.  People usually delay the evaluation of solutions until a number of them have been generated.

*FALSE*

Reference: p. 319

_______________________________________________________________________________

27.  A thoroughly and creatively defined problem can serve as a rich source of ideas for generating solution possibilities.

*TRUE*

Reference: p. 319

_______________________________________________________________________________

28.  It is not easy for people to deal with both the values and the probabilities associated with problem solutions.

*TRUE*

Reference: p. 320

_______________________________________________________________________________

29.  An analysis of major disasters proves that decisions must be made rather than postponed.

*FALSE*

Reference: lecture

_______________________________________________________________________________

______________________________________________________________________________

30.  It is important to separate idea generation from idea evaluation.

*TRUE*

Reference: p. 320

_______________________________________________________________________________

31.  A positive evaluation of a solution alternative is often much more harmful than a negative evaluation of it.

*TRUE*

Reference: p. 320

_______________________________________________________________________________

32.  Having experience with a problem rarely is a negative factor in decision making.

*FALSE*

Reference: p. 320

_______________________________________________________________________________

33.  Bounded discretion refers to moral and ethical limits to decisions.

*TRUE*

Reference: p. 320
______________________________________________________________________________

34.  Development of criteria is a vital part of the evaluation process.

*TRUE*

Reference: p. 321

______________________________________________________________________________

35.  One of the values of using criteria to evaluate alternative solutions is that, once identified, they are easy and uncomplicated to apply.

*FALSE*

Reference: p. 321

______________________________________________________________________________

36.  Complex decisions almost always have complex implementation requirements.

*FALSE*

Reference: p. 321

______________________________________________________________________________

37.  Post-decisional dissonance may cause a decision-maker to reverse the original decision.

*TRUE*

Reference: p. 321, 322

______________________________________________________________________________

______________________________________________________________________________

38.  Post-decisional dissonance may lead people to ignore information that a decision was a bad one.

*TRUE*

Reference: p. 322

______________________________________________________________________________

39.  People are typically intelligent enough to avoid clinging to a bad decision.

*FALSE*

Reference: p. 322

______________________________________________________________________________

40.  Good implementation practice requires a willingness to curtail the implementation abruptly if necessary.

*TRUE*

Reference: p. 323

______________________________________________________________________________

41.  Fortunately, failure of a decision usually triggers a thorough evaluation of what went wrong.

*FALSE*

Reference: p. 322

______________________________________________________________________________

42.  "Systems thinking" helps a decision maker to avoid "decision space interrelationships" so as to separate and sharpen alternatives

*FALSE*

Reference: p. 323

______________________________________________________________________________

43.  Group participation in a decision should attempt to improve commitment and spread responsibility more widely.

*TRUE*

Reference: p. 324

______________________________________________________________________________

44.  The main thing managers need to make participative decision-making successful is commitment as most already have the necessary skills.

*FALSE*

Reference: p. 324

______________________________________________________________________________

______________________________________________________________________________

45.  One advantage of group decision making is it makes employees more uniformly knowledgeable about a given decision situation.

*TRUE*

Reference: p. 324

‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑‑

46.  A critical disadvantage of group decision making is pressure for conformity.

*TRUE*

Reference: p. 324

______________________________________________________________________________

47.  Avoiding disagreements in a group produces higher quality decisions.

*FALSE*

Reference: p. 324, 325

______________________________________________________________________________

48.  Time can be either an asset or a liability in group decision making.

*TRUE*

Reference: p. 326

______________________________________________________________________________

49.  Quality and acceptance are equally important in group decisions.

*FALSE*

Reference: p. 326

______________________________________________________________________________

50.  When a quality decision is needed, the manager should use participative group decision making.

*FALSE*

Reference: p. 328

______________________________________________________________________________

51.  According to the Vroom‑Yetton model, structured problems call for group decision making.

*FALSE*

Reference: p. 328

______________________________________________________________________________

52.  When the manger's goals are incompatible with his/her subordinate's goals, participation should always be used.

*FALSE*

Reference: p. 328

______________________________________________________________________________

______________________________________________________________________________

53.  If subordinates disagree over solutions, it is best to involve them in decision making.

*TRUE*

Reference: p. 328

______________________________________________________________________________

54.  Groupthink occurs when a group becomes collectively defensive.

*TRUE*

Reference: p. 328

______________________________________________________________________________

55.  Groupthink occurs when group members are unanimous in their feelings, but this fact fails to be openly revealed.

*FALSE*

Reference: p. 329

______________________________________________________________________________

56.  Cohesive groups are more likely to exhibit the symptoms of groupthink.

*TRUE*

Reference: p. 329

______________________________________________________________________________

57.  When faced with a majority point of view in a group, those with a different point of view will often sense a pressure to conform.

*TRUE*

Reference: p. 329

______________________________________________________________________________

58.  Groups will sometimes make riskier decisions than an individual would.

*TRUE*

Reference: p. 332

______________________________________________________________________________

59.  Group decision making usually prevents people from strengthening their position on an issue.

*FALSE*

Reference: p. 332

______________________________________________________________________________

60.  To minimize polarization of subgroups on an issue, the manager can introduce subgroups to different ideas from outsiders.

*TRUE*

Reference: p. 333

______________________________________________________________________________

______________________________________________________________________________

61.  Groupthink, when it occurs, can be a serious threat to ethical decisions.

*TRUE*

Reference: p. 334

______________________________________________________________________________

62.  Group leaders should focus more on the content of a decision than on the process.

*FALSE*

Reference: p. 335

______________________________________________________________________________

63.  Groups have a natural tendency to fully define a problem, so group leaders need not concern themselves at this stage.

*FALSE*

Reference: p. 335

______________________________________________________________________________

64.  Leaders can help to achieve group consensus by summarizing and reviewing the group's work for them.

*TRUE*

Reference: p. 336

______________________________________________________________________________

65.  Solutions by the leader are useful because they stimulate subordinate idea generation.

*FALSE*

Reference: p. 336

______________________________________________________________________________

66.  Managers can significantly improve the effectiveness of group decisions by keeping disagreements among group members to a peaceful minimum.

*FALSE*

Reference: p. 336

______________________________________________________________________________

67. Because many decisions appear trivial and are made quickly, there is always the risk that


A.  time is still wasted on many unnecessary decisions

*B.  these small decisions may accumulate into a major problem


C.  no one is giving appropriate credit to the decision makers 


D.  decision overload will occur 

Reference: p. 311

______________________________________________________________________________

______________________________________________________________________________

68.  Which of the following explains why decisions are often partial or temporary solutions?

A.  experts are often left out of the process

B.  decision makers tend to tinker with or revise decisions

*C.  errors in decision making are almost inevitable

D.  because small decisions accumulate

Reference: p. 312

______________________________________________________________________________

69.  Most decisions that we make


A.  may not solve the problem, but at least they don't create problems


B.  are not perfect, but usually are quite lasting in their effect


C.  require more decisions to help insure the solution will succeed

*D.  require vigilance to prevent unwanted side effects.

Reference: p. 312

______________________________________________________________________________

70.  Decision making approaches that are derived from known errors that decision makers commit are called

*A.  rational or normative models


B.  error free models


C.  garbage can clean up models


D.  administrative models

Reference: p. 312

______________________________________________________________________________

71.  How does rational decision making usually begin?

A.  with solution evaluation

B.  with solution generation

*C.  with problem recognition

D.  with problem analysis

Reference: p. 312

______________________________________________________________________________

72.  In decision making, a problem is

A.  an adverse condition

B.  a desired goal

C.  a difference between what is and what should be

D.  a personal judgement or perception

*E.  all of the above

Reference: p. 312, lecture

______________________________________________________________________________

______________________________________________________________________________

73.  When people suggest alternative to solve a problem 


A.  they usually create overcomplicated relationships between alternatives and their


outcomes


B.  they  typically take the values of their co-workers into consideration

*C.  they make implicit predictions that certain outcomes will occur

D.  they assume that multiple alternatives are necessary to insure at least one needed


outcome.

Reference: p. 312, 313

______________________________________________________________________________

74.  Which of the following is NOT one of the common criteria used to evaluate alternatives?

A.  feasibility

B.  time

C.  cost

*D.  authority

Reference: p. 313

______________________________________________________________________________

75.  Which of the following is one of the steps in the rational or normative model of decision making?


A.  postpone contingency planning until implementation is under way


B.  generate alternatives until you find one that will work, then design implementation


C.  use outside consultants to do risk assessments

*D.  reevaluate positive and negative consequences of all known alternatives

Reference: p. 314

______________________________________________________________________________

76.  What is a reason why normative models are so difficult to use?

A.  bounded discretion

*B.  bounded rationality

C.  they are ideal models

D.  they are inefficient

Reference: p. 314

______________________________________________________________________________

77. __________ involves the selection of alternatives that meet some minimal criteria and causes a person to select the first acceptable alternative that arises.

A.  Bounded rationality

*B.  Satisficing

C.  Decision making

D.  Idealizing

Reference: p. 314, 315

______________________________________________________________________________

______________________________________________________________________________

78.  Bounded rationality usually results in.

A.  the use of economic models

B.  decision avoidance

*C.  satisficing

D.  mutual agreement on solutions

Reference: p. 314

______________________________________________________________________________

79.  The four elements in the garbage can model include

A.  goals, time, bureaucracy, and pressure

*B.  participants, problems, solutions, and decision opportunities

C.  participants, solutions, perceptions, and ideals

D.  ambiguity, conflict, pressure, and hierarchy

Reference: p. 315

______________________________________________________________________________

80.  The garbage can model recognizes that

*A.  solutions often exist in search of a problem to apply them to

B.  decisions are made from an orderly convergence of decision opportunities and people's


availability

C.  organizations frequently apply rational models

D.  timing is a minor factor in organizational decision-making  

Reference: p. 315

______________________________________________________________________________

81.  The garbage can model is most likely to operate when

A.  people avoid entering the decision process

B.  goals are clear, but methods are not

*C.  organization units are scattered and loosely linked

D.  problems are fairly easy to define, but no one attends to them

Reference: p. 316

______________________________________________________________________________

82.  Decision making is first and foremost an exercise in

A.  futility

B.  maximizing

*C.  values

D.  avoidance

Reference: p. 317

______________________________________________________________________________

______________________________________________________________________________

83.  If as a manager you feel that women's promotions rates are lagging behind rates for men, the best solution would be to 


A.  reduce the promotion eligibility requirements for women


B.  make sure women have a in all promotion decisions with female candidates

*C.  openly face and discuss possibilities that biases are operating


D.  sharply improve your hiring promotable women from outside your organization

Reference: p. 317

______________________________________________________________________________

84.  Values influence decision making in that they often __________.

A.  guide us in how we set our goals

B.  affect the way we set priorities

C.  determine which problems we will deal with and which we will ignore

D.  determine the way in which we make choices

*E.  all of the above

Reference: p. 317

______________________________________________________________________________

85.  Which type of problem are people more likely to give priority?

A.  those that need good planning to identify

B.  those that are perceived as challenging

C.  those that challenge our biases

*D.  those that are perceived as solvable

Reference: p. 318

______________________________________________________________________________

86.  How can problem selection be improved?

*A.  avoid reacting to problems in the order they happen to arise

B.  eliminate personal value judgments

C.  avoid jumping to solutions prematurely

D.  don't confuse yourself with outside opinions

Reference: p. 318

______________________________________________________________________________

______________________________________________________________________________

87.  In considering a new product last year, executives couldn't decide whether to test market it as extensively as in the past, which would delay its entry into the national market, or to rely on the completed market surveys and rush it on to the national scene in order to beat the competition to the punch.  They finally met with an outside consultant who helped them decide which was more important to them.  This is an example of __________.

A.  improving problem definition

B.  normative decision making

C.  criteria evaluation

*D.  value clarification

Reference: p. 318

_______________________________________________________________________________

88.  Value clarification is a means by which decision makers may

A.  improve problem selection

B.  improve problem definition

C.  seek value consensus

D.  exploit diverse values

*E.  all of the above

Reference: p. 318

______________________________________________________________________________

89.  Problem definition can be improved by __________
A.  working toward a temporary definition

B.  moving quickly into solutions even if the problem isn't completely defined

C.  not worrying about the problem's causes but concentrating on its symptoms

*D.  linking possible solutions back to the problem


E.  none of the above

Reference: p. 319

______________________________________________________________________________

90.  John had solved a communication problem between two of his workers a few months back by removing their shared phone and installing phones for each of them.  When two other workers had a problem with each other, John automatically did the same thing.  This is likely an error in __________.

*A.  problem definition

B.  solution evaluation

C.  criteria selection

D.  value clarification

Reference: p. 319

______________________________________________________________________________

______________________________________________________________________________

91.  One way to improve problem definition is to

A.  avoid creative definitions

B.  find out who caused it

C.  carefully enumerate symptoms

*D.  trace the problem to its origins

Reference: p. 319

______________________________________________________________________________

92.  A major error in solution generation is

A.  delaying reaction to a solution

*B.  premature evaluation

C.  estimating solution probabilities

D.  using problem causes to assist the process

Reference: p. 319

______________________________________________________________________________

93.  When people face a problem, they often fail to

A.  evaluate enough

B.  evaluate quickly enough

*C.  consider postponing a decision on it

D.  delay sharing evaluative criteria

Reference: p. 320

______________________________________________________________________________

94.  Brainstorming is a method which attempts to

A.  improve problem selection

*B.  delay solution evaluation

C.  make evaluation criteria explicit

D.  improve implementation

E.  all of the above

Reference: p. 320

______________________________________________________________________________

95.  Solution evaluation can be improved by

A.  establishing evaluative criteria

B.  organizing alternatives into clusters

C.  estimating values of alternatives

D.  estimating probabilities of alternatives

*E.  all of the above

Reference: p. 320

______________________________________________________________________________

______________________________________________________________________________

96.  Naive or inexperienced people might best be used for

A.  defining evaluative criteria

B.  evaluating solution alternatives

C.  making the final decision

*D.  generating alternative solutions

E.  none of the above

Reference: p. 320

______________________________________________________________________________

97. To improve solution evaluation

*A.  establish criteria and consider both probabilities and values

B.  evaluate solutions as they arise

C.  rank order solutions but delay sharing criteria used

D.  focus on gains rather than losses

Reference: p. 321

______________________________________________________________________________

98.  When people waver, hesitate, or become overly vigilant in implementing a decision, they are experiencing


A.  the "chickening out" syndrome


B.  implementation fatigue

*C.  post-decisional dissonance


D.  sublimation of commitment

Reference: p. 322

______________________________________________________________________________

99.  When people make poor decisions

A.  they are vulnerable to advice to steer them on a new course

B.  they typically seek help to undo or reverse the bad choice they made

C.  they consider it a sign of weakness to perpetuate their error

*D.  they may strengthen their commitment to the poor decision 

Reference: p. 322

______________________________________________________________________________

100.  Escalation of commitment to a poor decision

A.  allows people to admit they made a mistake

*B.  is caused by a desire to save face and appear consistent

C.  occurs rarely, but can be costly

D.  is common, but mostly among males

Reference: p. 322

______________________________________________________________________________

______________________________________________________________________________

101.  To resolve post decisional conflict, one may __________.

A.  reaffirm the original decision

B.  modify the implementation strategy

C.  curtail the plans for implementation

D.  undo the decision

*E.  all of the above

Reference: p. 323

______________________________________________________________________________

102.  Systems thinking, as a way to improve decision making, requires


A.  cooperation between subsystems


B.  reduction in the number of alternatives taken into consideration


C.  close attention to entropic forces

*D.  extended consideration of interrelationships between factors related to the decision.

Reference: p. 323

______________________________________________________________________________

103.  A college president, trying to improve student enrollment, conducts a study of modern family life, collects data on future employment trends, and analyzes population age distribution charts.  The president seem to be


A.  misapplying creativity techniques

*B.  using systems thinking 


C.  constructing a Pentagon Decision Net


D.  Unduly overcomplicating the problem

Reference: p. 323

______________________________________________________________________________

104.  Group decision making is more likely to be successful when __________
A.  members are allowed to participate

*B.  commitment to group decision making is genuine

C.  responsibility is spread around several people

D.  agendas are used in meetings

Reference: p. 324

______________________________________________________________________________

105.  A necessary skill for managers to have for effective group decision making is __________.

A.  knowledge of good techniques for individual decision making

B.  knowledge of group dynamics

C.  knowledge of the benefits of group decision making

D.  awareness of the tradeoffs in using groups versus using individuals

*E.  all of the above

Reference: p. 324

______________________________________________________________________________

______________________________________________________________________________

106.  A major problem or disadvantage of using a group to make a decision is that


A.  groups generate too many unnecessary alternative solutions

*B.  forces can accumulate in a group to support an ineffective minority opinion


C.  disagreements interfere with the smooth flow of the decision process


D.  employees acquire information that management might not have otherwise made



available

Reference: p. 324

______________________________________________________________________________

107.  In group decision making, which of the following problems can a leader most productively turn into an advantage?


A.  pressures for conform


B.  employee knowledge of the reasons behind the decision


C.  non-supportive top management

*D.  disagreements in the group

Reference: p. 325

______________________________________________________________________________

108.  The two major criteria a manager needs to use in deciding whether to make a decision alone or with a group are __________.

A.  time and cost

B.  efficiency and effectiveness

C.  knowledge and experience

*D.  quality and acceptance

Reference: p. 326

______________________________________________________________________________

109.  The way to get both quality and acceptance simultaneously is to __________
A.  make a decision unilaterally

*B.  use participation

C.  increase knowledge

D.  anticipate change

Reference: p. 326

_______________________________________________________________________________

110.  A good rule to use when deciding whether to have a group participate in making a decision is 


A.  if group acceptance is important, participation is required


B.  if it takes more than one person to achieve quality solution, form a group to decide

*C.  if group acceptance is important, regardless of whether quality is important, then at


least consider using participation


D.  have the group vote on whether or not you can make the decision without their


participation

Reference: p. 326

______________________________________________________________________________

______________________________________________________________________________

111.  In which of the following situations is it better to use participative decision-making?

A.  when subordinates have relevant information

B.  when the problem is unstructured

C.  when subordinates are trusted by their superior

D.  when autocratic decisions will probably not be accepted

*E.  all of the above

Reference: p. 327, 328

______________________________________________________________________________

112.  Which is NOT taken into account for a decision made under the Vroom-Yetton model?

*A.  leader-member relations

B.  importance of quality of decisions

C.  degree of structure of the decision

D.  subordinates' motivation to achieve organizational goals

Reference: p. 327, 328

______________________________________________________________________________

113.  Which of the following is true about the use of groups in decision making?

*A.  groups are best used for ill-structured problems because information to solve such


problems is usually dispersed


B.  groups should be avoided when employees are against management's solution


C.  groups should be avoided for ill-structured problems because the decision analysis gets


too complex for discussions to succeed


D.  when a problem has complex, interrelated stages, set it up on a computer, then


participate

Reference: p. 328

______________________________________________________________________________

114.  When the top managers of the chemical company were discussing the ramifications of increased public concern over disposal of toxic chemicals, they decided that they were too well established in the industry for anyone to bother challenging their disposal methods.  The managers exhibit the __________ characteristic of Groupthink.

A.  rationalization

*B.  illusion of invulnerability

C.  illusion of unanimity

D.  self-censorship

Reference: p. 329

______________________________________________________________________________

______________________________________________________________________________

115.  The nuclear power committee of the power company was discussing the challenges to their plans by environmentalists.  They all agreed that they could ignore environmentalists because they were "all a bunch of irrational, bored, garden club housewives who don't have the intelligence to discuss the complicated issues of nuclear energy."  These managers exhibit the __________ characteristic of Groupthink.

A.  pressure for conformity

B.  rationalization

*C.  stereotyping

D.  self‑appointed mindguards

Reference: p. 329

______________________________________________________________________________

116.  What is a primary cause of Groupthink?

A.  leadership focused on process instead of content

B.  diffusion of responsibility

*C.  high cohesion in the group

D.  misplaced authority

Reference: p. 329

______________________________________________________________________________

117.  To counteract groupthink, it is advisable to

A.  avoid the expression of opinions

B.  avoid the use of subgroups in problem-solving

*C.  hold a "second chance" meeting before firming up a decision

D.  keep the group's deliberations confidential

Reference: p. lecture

______________________________________________________________________________

118.  If a group forces a choice between two solutions that provide gains they seek, they are likely to 


A.  select the highest gain choice regardless of risk

*B.  select the choice with the least risk


C.  keep searching for even higher gains


D.  flip a coin to make the choice


E.  none of the above

Reference: p. 332

______________________________________________________________________________

______________________________________________________________________________

119.  If a group faces a choice between two solutions, one of which involves a sure loss, and the other of which involves an even greater loss but also a possible gain, they are likely to


A.  avoid the greater loss


B.  convince themselves that the losses are somewhat imaginary

*C.  opt for the possible gain and risk the greater loss


D.  become deadlocked or otherwise immobilized

Reference: p. 332

______________________________________________________________________________

120.  The "risky shift" phenomenon refers to situations in which


A.  subgroups shift their original solution and risk management disapproval 

*B.  groups display a tendency to make riskier decisions than individuals would

C.  individuals risk their integrity by shifting their opinions toward the group majority 


D.  groups shift their solutions away from risk toward more conservative choices

Reference: p. 332

______________________________________________________________________________

121.  Because employees are likely to have feelings about a problem or decision before they discuss it in a group, what might be a consequence?


A.  risky shifts


B.  they will be more reluctant to speak up


C.  the Vroom-Yetton syndrome

*D.  polarization

Reference: p. 332

______________________________________________________________________________

122.  The process of polarization creates a condition in which


A.  employees build igloos on their lunch break


B.  employees polarize around a shared group solution following group discussion


C.  management and workers polarize against each other

*D.  group member's position on an issue become more extreme as a result of group


discussion

Reference: p. 332, 333

______________________________________________________________________________

123.  To reduce the likelihood of polarization, a manager should


A.  delay any focus on the mission of the whole organization


B.  avoid open attention to it or else more severe polarization will occur

*C.  attempt to postpone or prevent premature meetings of polarized subgroups


D.  keep outsiders out of the situation so as not to embarrass employees

Reference: p. 333

______________________________________________________________________________

______________________________________________________________________________

124.  If you keep group decision processes closed to outsiders and not very subject to review by others


A.  group members will appreciate your respect for their privacy, and as a result produce


better decisions

*B.  decisions are more likely to lack ethical considerations


C.  the process is less contaminated by uninformed extraneous opinions


D.  rationalization will decrease

Reference: p. 334

______________________________________________________________________________

125.  When one manager excitedly declared that he had the answer, the leader softly replied, "Great, hold on to it.  We'll get to solutions in a minute."  The leader is directing the group's decision making by __________
A.  depersonalizing the problem

B.  isolating symptoms from causes

C.  putting the problem in situational terms

*D.  keeping the group on problem definition

Reference: p. 335

______________________________________________________________________________

126.  It is helpful to generate solutions by using techniques such as __________.

*A.  referring back to the nature of the problem

B.  Adelphus searches

C.  forced fit analysis

D.  groupthinking

Reference: p. 335

______________________________________________________________________________

127.  One particularly difficult thing for a group decision making leader to do is

A.  state that a problem exists

*B.  withhold his/her own solutions

C.  bare his/her solutions to group scrutiny

D.  deal with disagreement

Reference: p. 336

______________________________________________________________________________

128.  A simple technique for a leader to use to improve process leadership is to

A.  eliminate disruptive members

B.  praise people when they generate an idea

*C.  use visual recording techniques

D.  get people to repeat their point of view

E.  all of the above

Reference: p. 336

______________________________________________________________________________

Chapter 12

Cultures:  National and Organizational

_______________________________________________________________________________

1.  The key elements of a culture are its core ideas and their attached values.

*TRUE*

Reference: p. 343

______________________________________________________________________________

2.  Culture is to a human collective, what personality is to an individual.

*TRUE*

Reference: p. 343

______________________________________________________________________________

3.  Culture often determines or drives a person’s behavior without their conscious awareness.

*TRUE*

Reference: p. 343

______________________________________________________________________________

4.  The dominant values of a country's culture can be referred to either as its modal personality or its national character.

*TRUE*

Reference: p. 343

______________________________________________________________________________

5.  One distinctive feature of Chinese culture is its emphasis on individualism as opposed to the group.

*FALSE*

Reference: p. 344

______________________________________________________________________________

6.  Cultural metaphors are dangerous and false representations of a country's characteristics.

*FALSE*

Reference: p. 345

______________________________________________________________________________

7.  Societies high in uncertainty avoidance avoid the use of rules because situations often force the rule to be broken.

*FALSE*

Reference: p. 345

______________________________________________________________________________

_______________________________________________________________________________

8.  In high power distance countries, less powerful people can more easily oust people who hold power positions.

*FALSE*

Reference: p. 346

______________________________________________________________________________

9.  "Power distance" is a measure of the degree to which a culture accepts differences in power and status among people.

*TRUE*

Reference: p. 346

______________________________________________________________________________

10.  As a country, the U.S. is characterized as being relatively low on the "power distance" dimension.

*TRUE*

Reference: p. 346

______________________________________________________________________________

11.  The core idea of collectivism is that people should exist in loosely knit collectives that free them from group pressures.

*FALSE*

Reference: p. 346

______________________________________________________________________________

12.  In general Asian nations score relatively low on individualism and high in collectivism measures.

*TRUE*

Reference: p. 346

______________________________________________________________________________

13.  A business card of a person in a collectivist culture would rarely if ever identify that person's status within their organization.

*FALSE*

Reference: p. 346, 347

______________________________________________________________________________

14.  In collectivist cultures, employees may be expected to sacrifice family demands for their responsibilities to their work organization.

*TRUE*

Reference: p. 347

______________________________________________________________________________

_______________________________________________________________________________

15.  Group pressures are stronger in collectivist cultures.

*TRUE*

Reference: p. 347, lecture

______________________________________________________________________________

16.  Japan, Germany, and Norway are all considered to be high masculinity cultures.

*FALSE*

Reference: p. 347

______________________________________________________________________________

17.  High masculinity cultures are less likely to have sex-differentiated occupations.

*FALSE*

Reference: p. 347

______________________________________________________________________________

18.  Western cultures such as the U.S. have a shorter time perspective than do Asian cultures.

*TRUE*

Reference: p. 347

______________________________________________________________________________

19.  In countries where uncertainty avoidance and power distance are high, organizations tend to be modeled after the family.

*TRUE*

Reference: p. 349

______________________________________________________________________________

20.  British managers, unlike their French counterparts, prefer to view their organizations in orderly, hierarchical terms.

*FALSE*

Reference: p. 349

______________________________________________________________________________

21.  Experience has demonstrated that with a little planning and thought, transplanting a managerial philosophy from one culture to another is not a very difficult thing to do.

*FALSE*

Reference: p. 349

______________________________________________________________________________

22.  Cross-cultural ethical questions are easily resolved by managing your foreign country operations according to their local standards.  

*FALSE*

Reference: p. 350

______________________________________________________________________________

_______________________________________________________________________________

23.  In communicating, the Japanese are among the most willing to make personal disclosures and express conflict.

*FALSE*

Reference: p. 353

______________________________________________________________________________

24.  Even using a single language such as English cannot solve many cross-cultural communication differences.

*TRUE*

Reference: p. 353

______________________________________________________________________________

25.  The organization culture is the patterned way of thinking, feeling, and reacting that exists in an organization.

*TRUE*

Reference: p. 353

______________________________________________________________________________

26.  Societal values pay little role in the development of an organization’s culture.

*FALSE*

Reference: p. 353

______________________________________________________________________________

27.  The culture of an organization is impacted significantly by forces over which it has little control.

*TRUE*

Reference: p. 353

______________________________________________________________________________

28.  The modal personality of an organization originates inside the organization, not from forces outside it.

*FALSE*

Reference: p. 353, 354

______________________________________________________________________________

29.  Training younger managers to understand and manage older, maturer workers is a pressing corporate concern in the U.S.

*TRUE*

Reference: p. 355

______________________________________________________________________________

_______________________________________________________________________________

30.  The industry in which an organization operates rarely effects its internal culture.

*FALSE*

Reference: p. 354

______________________________________________________________________________

31.  Many organizations have the values of their founders embedded in their cultures.

*TRUE*

Reference: p. 354

______________________________________________________________________________

32.  The dominant coalition of an organization is a major source of its culture.

*TRUE*

Reference: p. 355, 356

______________________________________________________________________________

33.  The values of the dominant coalition of an organization are a major basis to evaluate the attitudes and behavior of its members.

*TRUE*

Reference: p. 356

______________________________________________________________________________

34.  The primary strategy of a dominant coalition is to delegate its power for designing the culture to lower level departments.

*FALSE*

Reference: p. 357

______________________________________________________________________________

35.  Changing the top executive, even if he/she is promoted from within, virtually guarantees changes in the values of the dominant coalition.

*FALSE*

Reference: p. 357

______________________________________________________________________________

36.  The "instrumental" purpose of maintaining an organization's culture is basically social and psychological aimed at creating a collective identity.

*FALSE*

Reference: p. 357

______________________________________________________________________________

37.  The "expressive" purpose of maintaining an organizations culture has to do with defining the organizations products and personnel practices.

*FALSE*

Reference: p. 358

______________________________________________________________________________

_______________________________________________________________________________

38.  One way to reduce turnover is to hire people with values that are congruent with the organization's culture.

*TRUE*

Reference: p. 358, 359

______________________________________________________________________________

39.  Accepted status distinctions do very little to stabilize the hierarchy within an organization.

*FALSE*

Reference: p. 359

______________________________________________________________________________

40.  In order for myths to communicate and encourage acceptable behavior, they must be based on fact, not fiction.

*FALSE*

Reference: p. 359

______________________________________________________________________________

41.  A myth can be effective in shaping behavior, regardless of whether it is true or false.

*TRUE*

Reference: p. 359

______________________________________________________________________________

42.  Degradation rites are those activities that are associated with an employees removal from a position or from the organization.

*TRUE*

Reference: p. 361

______________________________________________________________________________

43.  Enhancement rites are those activities aimed at strengthening the organizations social structure.

*FALSE*

Reference: p. 361

______________________________________________________________________________

44.  So-called neurotic organization cultures are typically unable to operate for very long.

*FALSE*

Reference: p. 363

______________________________________________________________________________

45.  In a charismatic organization culture there is an emphasis on managing by very rational means.

*FALSE*

Reference: p. 364

______________________________________________________________________________

_______________________________________________________________________________

46.  A paranoid culture of an organization generally results in that organization showing a lot of initiative and being proactive.

*FALSE*

Reference:  p. 364

______________________________________________________________________________

47.  A dominant feature of organizations with avoidant cultures is that they seek to avoid change.

*TRUE*

Reference: p. 365

______________________________________________________________________________

48.  A modal personality that is compulsive is likely to result in a bureaucratic organization culture.

*TRUE*

Reference:  p. 365

______________________________________________________________________________

49.  An aloof, cold, and detached top management may well foster a politicized culture in their company.

*TRUE*

Reference: p. 366

______________________________________________________________________________

50.  When managers differ sharply from employees in their skill levels and values, a hierarchical subculture condition can result.

*TRUE*

Reference: p. 368

______________________________________________________________________________

51.  Subcultures almost never form around occupational groups within a particular organization.

*FALSE*

Reference: p. 368

______________________________________________________________________________

52.  One way to manage culturally diverse subcultures in an organization is to capitalize on them as providing a wider range of ideas.

*TRUE*

Reference: p. 368

______________________________________________________________________________

53.  One of the problems with culturally diverse subcultures is the potential for conflict.

*TRUE*

Reference: p. 368

______________________________________________________________________________

_______________________________________________________________________________

54.  The most successful way to change an organization's culture is to retain the current top management for stability, and introduces training and consultants for the changes.

*FALSE*

Reference: p. 368, lecture

______________________________________________________________________________

55.  One major reason to hire an outsider as the new top executive is to increase the odds of altering the organization's culture.

*TRUE*

Reference:  p. 374

______________________________________________________________________________

56.  A new chief executive officer hired from the outside almost always produces a positive cultural effect on the organization.

*FALSE*

Reference: p. 374, 376

______________________________________________________________________________

57.  One major historical factor that helps explain differences in American and Japanese cultures is 


A.  the availability of silkworms, which allowed the Japanese to enter world markets with



exotic silk fabrics.


B.  civil war, which unlike the U.S., never arose in Japan

*C.  the availability of land and other natural resources


D.  weather differences

Reference: p. 343

______________________________________________________________________________

58.  The basic values and beliefs of a country's culture are sometimes referred to as its 


A.  international character


B.  archetype


C.  Socialarity

*D.  modal personality

Reference: p. 343

______________________________________________________________________________

59.  Chinese organizations are often reflective of Confucianism’s ideals, the core of which 


A.  emphasizes individualism and personal independence 

*B.   deals with governing human interrelationships


C.  urges physical health and well-being


D.  calls for suffering as a path to salvation

Reference: p. 344

______________________________________________________________________________

_______________________________________________________________________________

60.  To characterize Germany as a symphony orchestra or Italy as an opera is to engage in the use of 


A.  erroneous stereotypes

*B.  metaphors


C.  homonyms

D.  socio-biological classification systems

Reference: p. 345

______________________________________________________________________________

61.  Which of the following is NOT one of Hofstede's dimensions used in characterizing a nation's modal personality?

*A.  ethnocentrism


B.  power distance


C.  masculinity-femininity


D.  individualism-collectivism 

Reference: p. 345

______________________________________________________________________________

62.  A country that trains people in the proper use of customary behaviors and social customs

*A.  has a preference for uncertainty avoidance


B.  has a stronger tolerance for devious ideas because resistance to them is more effective


C.  is low in power distance


D.  is more economically unstable

Reference: p. 345, 346

______________________________________________________________________________

63.  Societies high in __________ prefer rules and predictable situations, a secure life, and are not tolerant of people with deviant ideas.


A.  power distance


B.  altitude


C.  short-term orientation

*D.  uncertainty avoidance

Reference: p. 345, 346

______________________________________________________________________________

64.  Which one of the following countries are highest in uncertainty avoidance?


A.  United States


B.  Sweden


C.  Mexico

*D.  Japan

Reference: p. 345, 346

______________________________________________________________________________

_______________________________________________________________________________

65.  The French, with a democratic history similar to the U.S.,


A.  avoids status differences 


B.  allows employees to vote on many issues

*C.  are nevertheless prone to maintain status differences and power distance


D.  encourage managers to socialize with subordinates

Reference: p. 346, 351

______________________________________________________________________________

66.  Countries which encourage the use of employee involvement in decision making are likely to score low on the dimension of 


A.  masculinity


B.  collectivism

*C.  power distance


D.  nationalism

Reference: p. 346

______________________________________________________________________________

67.  Compared to countries like the U.S., the United Kingdom and Canada, which countries are likely to score higher on collectivism?


A.  countries above the 40th parallel

*B.  Asian countries like Japan and Taiwan


C.  Communist countries


D.  African countries like Egypt and Morocco

Reference: p. 346

______________________________________________________________________________

68.  In a society high on the dimension of collectivism,


A.  taxes are lower


B.  status is unimportant


C.  business cards are considered pretentious

*D.  personal identity is sourced in group membership

Reference: p. 346, 347

______________________________________________________________________________

69.  In countries scoring low on a measure of masculinity, employees would tend to show more concern for

*A.  job satisfaction and work conditions


B.  performance and achievement

C.  equality of the sexes in the organization


D.  dress codes

Reference: p. 347

______________________________________________________________________________

_______________________________________________________________________________

70.  Which of Hofstede's dimensions for describing a country's national character is perhaps 

based on false stereotypes?


A.  power distance


B.  individualism-collectivism


C.  equality-inequality

*D.  masculinity-femininity

Reference: p. 347

______________________________________________________________________________

71.  Countries which have occupational structures in which females and males tend to enter different jobs is likely to score high on which of the following?


A.  power distance

*B.  masculinity


C.  long term patterns of thought


D.  femininity

Reference: p. 347

______________________________________________________________________________

72.  One fundamental difference between Asian and western nations seems to be that Asian nations


A.  are higher on individualism measures


B.  are less apt to show ethnic discrimination

*C.  have longer term time orientation


D.  place more emphasis on artistic and religious values

Reference: p. 347

______________________________________________________________________________

73.  Cultures where thrift and savings, substantial employee training, and slower promotion rates are likely to 


A.  have high customer turnover


B.  dominance on the femininity dimension


C.  high power distance

*D.  have a longer-term thought patterns

Reference: p. 347

______________________________________________________________________________

_______________________________________________________________________________

74.  Research on cultural differences seems to indicate that 


A.  it is nearly impossible to group countries into clusters or categories of similar modal


personalities


B.  countries can be cast into fairly reliable clusters, but each clusters contains countries


form different parts of the globe


C.  every country analyzed can readily be placed into a group with other similar


countries, and there are no unique countries

*D.  countries can be grouped into clusters with similar attributes, but some countries


remain unique

Reference: p. 348

______________________________________________________________________________

75.  Unlike the managers in German and British firms, French managers have a stronger tendency to 


A.  stress "liberte', egalite', and fraternite'"


B.  allow employees free time for the pleasures of life

*C.  see the organization as a hierarchical authority network


D.  emphasize the need for creativity

Reference: p.349

______________________________________________________________________________

76.  Attempts to transplant a managerial philosophy from one culture or country to another

*A.  have met with varying degrees of success


B.  have been almost always unsuccessful


C.  have succeeded mainly when the two cultures are, ironically, very different from one


another


D.  work best when the countries share a common language

Reference: p. 349

______________________________________________________________________________

77.  The experience of Nike and Mattel in their Asian operations points out the difficulties involved in 


A.  distributing goods over long distances


B.  dealing with language differences

*C.  managing in the face of varying ethical standards


D.  deciphering complex foreign tax codes 

Reference: p. 350

______________________________________________________________________________

_______________________________________________________________________________

78.  The power distance dimension is likely to have its most critical impact on a company's 


A.  product quality 


B.  employee training expenditures

*C.  organization structure and design


D.  breadth of international operations

Reference: p. 350

______________________________________________________________________________

79.  A culture's power distance score could effect which of the following aspects of organization design?


A.  status differentials


B.  centralization of authority


C.  number of supervisors

*D.  all of the above

Reference: p. 350

_______________________________________________________________________________

80.  Compared to the United Kingdom, organizations in Germany and France 

*A.  exhibit more centralized leadership and control

B.  are much more efficient

C.  provide meals for employees

D.  have more horizontal differentiation

Reference: p. 350

______________________________________________________________________________

81.  Countries and cultures often differ in the degree of status differentials, delegation, centralization, leadership style and paternalism.  This is most likely a reflection of which of the following dimensions?

A.  individualism-collectivism

B.  orientation towards time 

C.  monish-holism

*D.  power distance

Reference: p. 351

______________________________________________________________________________

82.  If a Japanese manger says “hai” (yes) in negotiating a contract with an American manager, the Japanese

*A.  may or may not be saying “yes”.

B.  means exactly that, “yes”, with few or no qualifications

C.  really means “yes”, but I disagree with you”

D.  is probably practicing his/her English and is really saying “Hi”.

Reference: p. 352

______________________________________________________________________________

_______________________________________________________________________________

83.  Cross-cultural communications are very difficult because

A.  good translators are almost impossible to find

B.  everyone wants to speak English even though many cannot do so very well

*C.  clear communications are simply difficult to achieve, even within the same language

D.  mistrust underlies all cross-cultural relations

Reference: p. 352, 353

______________________________________________________________________________

84.  Communication creates particularly difficult problems in cross-cultural situations because

A.  employees strongly resist learning foreign languages

*B.  good communication is never an easy matter; misunderstandings occur even


between people with the same primary language

C.  English is rejected as an international language

D.  foreign nationals expect outsiders to be multi-lingual

E.  Esperanto, the upcoming international language, is still in the process of being taught

Reference: p. 352, 353

______________________________________________________________________________

85.  Which of the following are ways to improve cross-cultural communication?

*A.  show respect for the other party


B.  aim for thoroughness, even at the expense of accuracy


C.  ignore non-verbal cues


D.  try to use words from the other person’s language, even if inaccurately, to show your



sincerity

Reference: p. lecture

______________________________________________________________________________

86.  The modal personality of an organization develops for a number of reasons.  These include all of the following EXCEPT:


A.  selection processes screen out those that do not fit


B.  rewards selectively reinforce certain behavior


C.  promotion decisions take personality into account

*D.  the training programs change personalities

Reference: p. 354

______________________________________________________________________________

87.  A major corporate culture issue facing many U.S. companies in recent years is 


A.  How to legalize the use of child labor among illegal and legal immigrants

*B.  how to incorporate and manage the older, more mature worker


C.  how to eliminate or minimize part-time and flexible work schedules


D.  how to screen out older workers with physical limitations

Reference: p. 355

______________________________________________________________________________

_______________________________________________________________________________

88.  A widely acknowledged factor that often determines the culture of a particular organization is 


A.  the geography surrounding its facilities

*B.  its founder or top manager


C.  the age of its clients or customer


D.  the dietary habits of its employees

Reference: p. 354

______________________________________________________________________________

89.  The basic values of the dominant coalition in an organization 


A.  are shaped by the culture of all other employees


B.  rarely originate in the society outside the organization


C.  are usually heterogeneous

*D.  are often the major source of that organization’s culture


E.  none of the above

Reference: p. 355

______________________________________________________________________________

90.  The primary purpose or strategy of a dominant coalition in an organization is to 

*A.  maintain the firm’s cultural identity and dominant values, and perpetuate it s power


and control


B.  keep its values secret as a way to protect its power


C.  ensure that employees feel maximum freedom to develop their subcultures


D.  contribute to organization competitiveness is its markets

Reference: p. 357

______________________________________________________________________________

91.  When an organization’s practices help define its products, markets, and personnel policies, it is adding __________ to its culture


A.  coalitional confluence


B.  expressive meaning


C.  subcultures

*D.  instrumental meaning

Reference: p. 357

______________________________________________________________________________

92.  When an organization’s practices help to establish symbols, stability, and collective identity amongst its members, it is adding __________ to its culture

*A.  expressive meaning


B.  manifest destiny


C.  critical subcultures


D.  instrumental meaning

Reference: p. 358

______________________________________________________________________________

_______________________________________________________________________________

93.  Asking job applicants if they had ever worked in a volunteer fire department could help an organization to 


A.  identify potential arsonists

*B.  enhance teamwork


C.  hire healthier employees


D.  improve community relations

Reference: p. 358, 359

______________________________________________________________________________

94.  Status distinctions within an organization are most likely to affect


A.  dress code


B.  work schedules

*C.  power and influence patterns


D.  product quality

Reference: p. 359

______________________________________________________________________________

95.  When U.S. auto firms did not react to the oil crisis and small car sales growth in the 1970’s, it was probably due to 


A.  top management turnover


B.  lack of data and information


C.  federal regulations affecting imports

*D.  a misdirected ideology

Reference: p. 359

______________________________________________________________________________

96.  Which statement about organization ideology is CORRECT?


A.  it helps explain their worlds to organizational members


B.  it is a shared coherent set of beliefs


C.  it is the basis for an organizational culture

*D.  all of these are true 


E.  none of these are true

Reference: p. 359

______________________________________________________________________________

97.  Which statement about organizational myths is INCORRECT?

*A.  it is a narrative of an actual event 


B.  they are passed on from one generation to another


C.  they represent important historical events


D.  they are used to explain the origins of something

Reference: p. 359

______________________________________________________________________________

_______________________________________________________________________________

98.  One manager wanted to manipulate some sort of a symbol to create egalitarian behavior and encourage participation.  One way to do this would be to 


A.  require females to occasionally wear slacks


B.  have people address each other with last names only 

*C.  use round tables for meetings 


D.  pay everyone the same rate

Reference: p. 360

______________________________________________________________________________

99.  There are several types of rites occurring in organizations.  These include all of the following EXCEPT:


A.  rites of enhancement


B.  rites of integration

*C.  rites of happiness


D.  rites of renewal

Reference: p. 361, 362

______________________________________________________________________________

100.  Orientation programs for new employees are examples of 


A.  myths and symbols


B.  rites of enhancement

*C.  rites of passage 


D.  desocialization

Reference: p. 361

______________________________________________________________________________

101.  Rites of integration such as the “dining in” practice of the U.S. Air Force are armed primarily at 


A.  orienting new employees


B.  reducing gender-based harassment

*C.  making it easier for people to work together 


D.  reduce the need for interaction between employees


E.  all of the above

Reference: p. 363

______________________________________________________________________________

102.  To resolve conflict, organizations use different rites of conflict reduction.  These include:


A.  collective bargaining


B.  the “open door” policy


C.  ombudsmen

*D.  all of these


E.  none of these

Reference: p. 362

______________________________________________________________________________

_______________________________________________________________________________

103.  Exhibitionist and undisciplined managers, intuitive decision making, centralized power, and dependent subordinates are all characteristics of


A.  a paranoid culture


B.  an avoidance orientation 

*C.  a charismatic culture


D.  a psychotic organization

Reference: p. 364

______________________________________________________________________________

104.  When top managers fail to quickly respond to their environment or actively seek opportunities, and when they actively seek information and over-control, a __________

cultures is likely operating


A.  charismatic


B.  bureaucratic


C.  anti-strategic

*D.  paranoid

Reference: p. 364, 364

______________________________________________________________________________

105.  An organization that does not have high expectations for its employees and tends to play it safe rather than risk failing is said to have


A.  a process orientation


B.  a reactive strategy


C.  a fail-safe syndrome

*D.  an avoidant orientation

Reference: p. 365

______________________________________________________________________________

106.  Which of the following about avoidant cultures is CORRECT?


A.  seek change 


B.  managers are decisive in making decisions

*C.  they may lack purpose and direction


D.  all of these


E.  none of these

Reference: p. 365

______________________________________________________________________________

_______________________________________________________________________________

107.  Compulsive managers with needs for control, who expect deference and well-ordered systems tend to foster __________ cultures.


A.  regal


B.  avoidant

*C.  bureaucratic


D.  stabilized

Reference: p. 365

______________________________________________________________________________

108.  Which statement about politicized cultures is INCORRECT?


A.  members tend to avoid emotional relationships

*B.  there is clear direction


C.  there are coalitions competing for power


D.  there tends to be a dominant coalition


E.  there are power struggles

Reference: p. 366

______________________________________________________________________________

109.  Most organizations have


A.  very homogeneous cultures


B.  weak cultures


C.  no internal culture at all

*D.  some mix of several subcultures

Reference:  p. 366, 368

______________________________________________________________________________

110.  Hierarchical subcultures often result in


A.  flatter organization structures

*B.  a separation of values between managers and other workers


C.  organic structures


D.  top management turnover

Reference: p. 368

______________________________________________________________________________

111.  A growing form of subculture structure in American companies is reflected in 


A.  multi-union representation 


B.  gender reparation strategies

*C.  culturally diverse organization


D.  the pattern of small business start-ups

Reference: p. 368

______________________________________________________________________________

_______________________________________________________________________________

112.  A corporate philosophy of pluralism to promote interpersonal respect and harmony is a recent consequence of 

*A.  cultural diversity


B.  a rebirth in democratic values


C.  threats from extremist groups


D.  pressures from health benefit providers


E.  none of the above

Reference: p. 368

______________________________________________________________________________

113.  One of the biggest problems in successfully establishing or changing a culture is that 


A.  too many employees want to change too quickly


B.  managers too often fail to spend the needed money on training and consultants


C.  the timing is usually very bad

*D.  there is all to often a gap between what management says it wants and what is


rewarded

Reference: p. 369

______________________________________________________________________________

114.  One major problem that often arises in mergers and acquisitions is that

*A.  the cultures of the organizations clash


B.  the neurotic culture invariably dominates over a normal culture


C.  too many employees try to be helpful and like too many cooks they “spoil the broth”


D.  profitability drops tend to damage morale

Reference: p. 371

______________________________________________________________________________

115.  One of the major causes of cultural shifts in organizations is 


A.  a solid, entrenched top management team 

*B.  environmental changes


C.  civil wars


D.  newly developed management training programs

Reference: p. 372

______________________________________________________________________________

116.  When a firm is performing poorly, it might be best to do which of the following to improve its performance?


A.  promote an insider to the CEO position


B.  change the culture through the use of training and consultants


C.  hire an outsider as CEO but don’t alter the culture 


*D.  seriously consider hiring and new CEO from the outside to change the culture

Reference: p. 375

______________________________________________________________________________

Chapter 13

Organizational Structure and Design

_______________________________________________________________________________

1.  Companies with the same types of products and available technologies tend to use the same type of organization structures.

*FALSE*

Reference: p. 386

_____________________________________________________________________________

2.  Given a particular task or set of functions, there is usually only one acceptable way for a company to organize it.

*FALSE*

Reference: p. 386

______________________________________________________________________________

3.  An organization's environment may impact on employee job responsibilities, but is not a reason to alter the basic structure of an organization.

*FALSE*

Reference: p. 387

______________________________________________________________________________

4.  Complex organizations are needed for many tasks, but they require more coordination and controls.

*TRUE*

Reference: p. 387, 388

______________________________________________________________________________

5.  Formalization involves an attempt to give employees maximum freedom in performing their jobs.

*FALSE*

Reference: p. 388

______________________________________________________________________________

6.  In a decentralized organization, more decisions are made at lower levels in the structure.

*TRUE*

Reference: p. 388

______________________________________________________________________________

7.  Customers are typically considered a key part of an organization's relevant environment.

*TRUE*

Reference: p. 390

______________________________________________________________________________

_______________________________________________________________________________

8.  A major function of a firm's market environment is to provide the firm with some sort of exchange for its output.

*TRUE*

Reference: p. 390

______________________________________________________________________________

9.  The technological environment refers to the available methods an organization may adopt, but not to the basic knowledge underlying them.  

*FALSE*

Reference: p. 390

______________________________________________________________________________

10.  A major environmental characteristic that is likely to effect organizational structure is its degree of volatility.

*TRUE*

Reference: p. 391

______________________________________________________________________________

11.  In an environment with a relatively stable market and technology, the mechanistic form of organization is most appropriate.

*TRUE*

Reference: p. 392

______________________________________________________________________________

12.  In a hierarchical, mechanistic organization, workers are very difficult to replace because employees need to develop a keen understanding of how their jobs affect the final product.

*FALSE*

Reference: p. 393

______________________________________________________________________________

13.  Mechanistic organization structures tend to have objective, historically developed criteria for measuring performance.

*TRUE*

Reference: p. 393

______________________________________________________________________________

14.  Mechanistic organizations tend to have decentralized decision processes

*FALSE*

Reference: p. 393

______________________________________________________________________________

_______________________________________________________________________________

15.  In an organic organization managerial control is highly centralized.

*FALSE*

Reference: p.394, lecture

______________________________________________________________________________

16.  It is important to have a detailed plan of action to manage and control in an organic organization.

*FALSE*

Reference: p. 394, lecture

______________________________________________________________________________

17.  Communication in an organic organization should be more horizontal than vertical.

*TRUE*

Reference: p. 394

______________________________________________________________________________

18.  The key structural requirement for an organic organization is to remain as flexible as possible.

*TRUE*

Reference: p. 394

______________________________________________________________________________

19.  Organic organizations are likely to use performance evaluation standards which are highly objective, such as quarterly sales increases for sales staff.

*FALSE*

Reference: p. 394

______________________________________________________________________________

20.  Organic organizations are likely to be smaller than hierarchical ones.

*TRUE*

Reference: p. 394

______________________________________________________________________________

21.  In a technology-dominated mixed organization, the major threat to survival stems from uncertainty in the market environment.

*FALSE*

Reference: p. 394

______________________________________________________________________________

22.  Clearly defined jobs in the Marketing and Sales departments would occur in a technology-dominated organization.

*TRUE*

Reference: p. 395

______________________________________________________________________________

_______________________________________________________________________________

23.  In a technology-dominated organization a research and development department would be formally structured.

*FALSE*

Reference: p. 395

______________________________________________________________________________

24.  Market-dominated mixed organizations rely mostly on data sources such as population data and income estimates to find new markets for their products.

*FALSE*

Reference: p. 395

______________________________________________________________________________

25.  Decentralization of authority in an market-dominated mixed organization is likely to be found within departments performing marketing and distribution functions.

*TRUE*

Reference:  p. 395

______________________________________________________________________________

26.  Managers in a volatile market environment will often use intuition and judgement in making their decisions.

*TRUE*

Reference: p. 395

______________________________________________________________________________

27.  In a market-dominated mixed organization, marketing activities need many formal controls to overcome the volatile market environment.

*FALSE*

Reference: p. 395

______________________________________________________________________________

28.  Structural differentiation in an organization, if well done, alleviates the need for structural integration.

*FALSE*

Reference: p. 396

______________________________________________________________________________

29.  The analysis and arrangement of an organization's needed tasks and activities is called structural differentiation.

*TRUE*

Reference: p. 396

______________________________________________________________________________

_______________________________________________________________________________

30.  Structural differentiation may lead to different kind of departments such as product or functional ones.

*TRUE*

Reference: p. 396

_____________________________________________________________________________

31.  Structural integration is the process of coordinating the elements which were created during structural differentiation.

*TRUE*

Reference: p. 396

______________________________________________________________________________

32.  Structural differentiation is the process of linking jobs and units together through authority and accountability.

*TRUE*

Reference: p. 396

______________________________________________________________________________

33.  Division of labor begins with an understanding and arrangement of the tasks needed by an organization.

*TRUE*

Reference: p. 397

______________________________________________________________________________

34.  Division of labor typically leaves very few choices regarding which tasks are assigned to a particular job or person.

*FALSE*

Reference: p. 397

______________________________________________________________________________

35.  Scientific management approaches systematically study ways to design work to increase the complexity of the task for a worker.

*FALSE*

Reference: p. 397

______________________________________________________________________________

36.  Under scientific management approaches, workers are taught self-control and given autonomy over the methods they use.

*FALSE*

Reference: p. 397, 398

______________________________________________________________________________

_______________________________________________________________________________

37.  Task specialization makes work less repetitive.

*FALSE*

Reference: p. 397, 398

______________________________________________________________________________

38.  If a task is highly specialized an automated, there is less need for supervision than if it is not specialized.

*TRUE*

Reference: p. 398, 399

______________________________________________________________________________

39.  Assembly line workers are highly motivated to do highly specialized tasks because they feel less alienated from the work as they "see all the work go by".

*FALSE*

Reference: p. 399

______________________________________________________________________________

40.  When the individual, not the work, is specialized, it is called personal specialization.

*TRUE*

Reference: p. 399

______________________________________________________________________________

41.  Becoming a personal specialist usually requires a strong persona and monetary commitment to oneself.

*TRUE*

Reference: p. 400

______________________________________________________________________________

42.  Pooled interdependence occurs when two or more workers have to mutually interact and frequently interact to do the job right.

*FALSE*

Reference: p. 400

______________________________________________________________________________

43.  Reciprocal interdependence occurs on assembly lines wherein a product is built as it goes from one worker to another along the line.

*FALSE*

Reference: p. 400

______________________________________________________________________________

_______________________________________________________________________________

44.  Workers need to interact and depend on each other the least when working under pooled interdependence.

*TRUE*

Reference: p. 400, 401

______________________________________________________________________________

45.  Mechanistic organizations tend to differentiate along function or product lines.

*TRUE*

Reference: p. 402

______________________________________________________________________________

46.  Communication within a particular department is a serious problem of a functional organization.

*FALSE*

Reference: p. 403

______________________________________________________________________________

47.  A firm produces men's T-shirts and women's stockings.  They have two major divisions--socks and T-shirts.  This is an example of a product form of organization.  

*TRUE*

Reference: p. 404

______________________________________________________________________________

48.  A product organization is generally more efficient than a functional one.

*FALSE*

Reference: p. 404, 405

______________________________________________________________________________

49.  Organizations are usually mixtures of two or more forms of departmentation, but still must choose a major basis to departmentalize.

*TRUE*

Reference: p. 404, lecture

______________________________________________________________________________

50.  Functional organizations are more likely to have more conflict between major units than product organizations.

*TRUE*

Reference: p. 403

______________________________________________________________________________

_______________________________________________________________________________

51.  Matrix organizations usually serve to eliminate the potential for harmful conflict within the organization.

*FALSE*

Reference: p. 408

______________________________________________________________________________

52.  In matrix organizations, employees from functional units work on project teams and often have two or more bosses.

*TRUE*

Reference: p. 408

______________________________________________________________________________

53.  Project teams are typically assigned to tackle stable and ongoing organizational tasks.

*FALSE*

Reference: p. 408

______________________________________________________________________________

54.  Geographical and consumer divisions are both bases for departmentation.

*TRUE*

Reference: lecture

______________________________________________________________________________

55.  A virtual organization is one that doesn't really exist, except in someone's imagination.

*FALSE*

Reference: p. 409

_____________________________________________________________________________

56.  A virtual organization is really a group of organizations tied together in a purposeful network.

*TRUE*

Reference: p. 409

______________________________________________________________________________

57.  Network or virtual organizations are almost always the most cost effective way to organize.

*FALSE*

Reference: lecture

______________________________________________________________________________

_______________________________________________________________________________

58.  Organizations which do the same or similar things such as two different clothing manufacturers


A.  should organize identically or one will be less successful than the other


B.  should be organized differently if they make clothing for different age groups

*C.  can organize differently and get similar results or can organize similarly and get


different results


D.  can organize any way they choose, as just about any structure can be made to work


very well

Reference: p. 386

_____________________________________________________________________________

59.  The best way for managers to deal with the environments in which the organization operates is to 


A.  be aware of environmental factors, but don’t try to change them


B.  buffer out the effects of the environment so they don't alter organization structure

*C.  constantly adjust to various environments as needed


D.  take steps to alter selected environments, but ignore those you can't change

Reference: p. 387

______________________________________________________________________________

60.  One major reason why organizations must change their internal structures is that 


A.  over time, employees become more and more skilled

*B.  the environments in which the organization operates often change


C.  it helps to eliminate volatility in the organization's external environment


D.  preferences by new members of boards of directors often stimulate re-structuring

Reference: p. 387

______________________________________________________________________________

61.  As the breadth of activities and functions in an organization increases in complexity


A.  organization design choices are sharply reduced


B.  organization design choices increase, but choosing among them is much simpler

*C.  coordination and control problems increase partly because design choices increase


D.  coordination is harder but control is easier

Reference: p. 387, 388

_____________________________________________________________________________

62.  An organization with policies, rules and procedures which constrain the choices of members is said to be 


A.  over-organized


B.  specialized


C.  centralized

*D.  formalized

Reference: p. 388

______________________________________________________________________________

_______________________________________________________________________________

63.  When power and authority are maintained at higher levels in an organization, it is said to be

*A.  centralized


B.  organized


C.  formalized


D.  highly structured

Reference: p. 388

______________________________________________________________________________

64.  A major element in having authority lies in


A.  not having to inform others of your decisions


B.  the size of one's departmental budget

*C.  having the freedom and right to act without approval


D.  the inability of subordinates to challenge decisions.

Reference: p. 388

______________________________________________________________________________

65.  One way to adjust the degree to which an organization has many levels (tall) or few levels (flat) is to 


A.  leave horizontal authority untouched 


B.  vary and  increase the number of departments


C.  do a field survey of competition structure

*D.  manipulate the span of control

Reference: p. 389

______________________________________________________________________________

66.  Groups that provide inputs to an organization, effect how decisions are made, or make use of the organizations outputs are called

*A.  the organization's relevant environment


B.  the organization's competition


C.  power brokers 


D.  boards of directors

Reference: p. 389

______________________________________________________________________________

67.  An entity is part of an organization's relevant environment


A.  if it generates sufficient pressure to cause an organization to react


B.  if it is beyond an organization's boundaries


C.  if it provides the organization's inputs


D.  if it uses the organization's outputs

*E.  all of the above

Reference: p. 389

______________________________________________________________________________

_______________________________________________________________________________

68.  The market environment refers to those who 


A.  provide the organization's inputs

*B.  use the organization's outputs


C.  generate legal pressure on the organization


D.  advertise the organization's products

Reference: p. 390

_____________________________________________________________________________

69.  The rapid change in the circuitry of microchips for computers has caused tremendous increases in the number of machines used on assembly lines.  This is an example of changes in

*A.  the technological environment


B.  the maintenance subsystem


C.  long linked technology


D.  the marketing environment

Reference: p. 390

____________________________________________________________________________

70.  The aspect of an organization's environment that has a major effect on the organization structure is 

*A.  environmental volatility


B.  level of investment in basic scientific research


C.  environmental pollution


D.  scarcity of labor

Reference: p. 391

______________________________________________________________________________

71.  Which of the following describes the influences that make the structures of organizations differ?


A.  the stability of the technology


B.  the volatility of the market


C.  degree of environmental change


D.  the uncertainty in the environment

*E.  all of the above

Reference: p. 390, 391

______________________________________________________________________________

72.  Which of the following is NOT a form of design of organizations?

*A.  alternating


B.  mechanistic


C.  organic


D.  technology dominated


E.  market dominated

Reference: p. 392

______________________________________________________________________________

_______________________________________________________________________________

73.  Because of the nature of their products and services, fast-food companies such as Burger King should be structured as 


A.  market dominated organizations

*B.  mechanistic organizations


C.  organically as possible


D.  technology dominated organizations

Reference: p. 392

______________________________________________________________________________

74.  When an organization can use historically developed information and objective criteria to measure and control performance, it probably should use


A.  an organic structure 


B.  a histrionic structure

*C.  a mechanistic structure


D.  a flat structure

Reference: p. 393

______________________________________________________________________________

75.  The computer industry has a job shop type of production system so that it can adapt quickly to technological changes and changes in consumers tastes.  What kind of organization are most computer companies?


A.  hierarchical

*B.  organic


C.  matrix


D.  technology dominated mixed


E.  market dominated mixed

Reference: p. 393

______________________________________________________________________________

76.  Compared to mechanistic organization, organic organizations are more likely to be 


A.  more successful


B.  found in the manufacturing sector


C.  easier to control

*D.  smaller


E.  all of the above

Reference: p. 394

______________________________________________________________________________

_______________________________________________________________________________

77.  In an organic organization


A.  individuals are often moved around form project to project as need arises


B.  is likely to become more rigid and hierarchical as it grows larger


C.  performance measures are more judgmental and may focus on employee interpersonal


effectiveness 

*D.  all of the above

Reference: p. 394

______________________________________________________________________________

78.  The camera industry, where product feature changes are common bases for competition, is best characterized as a 


A.  market-dominated mixed type

*B.  technology-dominated mixed type


C.  long-linked permeable boundary type


D.  stable, mechanistic type


E.  none of the above

Reference: p. 394

______________________________________________________________________________

79.  Research and development divisions using expert engineers and scientists are most likely to have high influence in a(n)


A.  competition driven stable organization


B.  more sophisticated urban environment


C.  governmental agency

*D.  technology-dominated mixed organization

Reference: p. 395, lecture

______________________________________________________________________________

80.  A market dominated mixed organization will face

*A.  an environment in which the technology changes very little


B. an environment in which the market's characteristics change very little


C.  an environment in which both the technology and the market change a lot


D.  an environment which has little relevance to the organization

Reference: p. 395

______________________________________________________________________________

81.  When the market environment of a firm is volatile, departments that are responsible for sales and marketing 


A.  need to tighten rules and procedures in order to maintain control

B.  should be confined into larger units

*C.  should loosen controls and allow more employee discretion and freedom


D.  lose power because other more stable units have better controls

Reference: p. 395

______________________________________________________________________________

_______________________________________________________________________________

82.  One of the common problems in "mixed" organizations (technology-dominated or market-dominated) lies in the fact that

*A.  loosely-knit and tightly controlled departments have to cooperate or otherwise work


side by side


B.  lack of power struggles creates a dull and non-creative culture internally


C.  organizations too often respond to the wrong environmental sector


D.  most employees want to work jobs that are stable, predictable, and controllable

Reference: p. 396

______________________________________________________________________________

83.  The two major processes that govern the creation and structure of departments in an organization are known as

*A.  structural differentiation and structural integration


B.  formalization and centralization


C.  delineation and delegation


D.  coordination and control

Reference: p. 396

______________________________________________________________________________

84.  Structural integration is made necessary primarily as a consequence of 


A.  a stable environment 


B.  imperfect control mechanisms


C.  structural discrimination

*D.  structural differentiation

Reference: p. 396

______________________________________________________________________________

85.  When a manager engages in "division of labor" and thereby creates a job description to guide an employee,


A. the resultant job is predetermined by the particular tasks that need to be done


B.  the manager can usually refer to easily available, published "job manuals"


C.  the manager need not be concerned abut characteristics of likely job applicants

*D.  many different option exist regarding how to combine tasks into a job

Reference: p. 397

______________________________________________________________________________

86.  Which of the following is a definite advantage of task specialization?

*A.  the work is done more efficiently


B.  the work cycle is shortened


C.  workers are less involved with their jobs


D.  the work is repetitive

Reference: p. 399

______________________________________________________________________________

_______________________________________________________________________________

87.  A typical assemble line job created under task specialization would have


A.  short work cycle


B.  low personal specialization


C.  less direct supervision


D.  motivational problems

*E.  all of the above

Reference: p. 399

______________________________________________________________________________

88.  One of the consequences of task specialization is 

*A.  workers become more concerned about security and income, and less involved in the


value of working


B.  workers enjoy the satisfaction of mastering a few tasks and producing many units


C.  workers feel proud about their success in lengthy training programs


D.  supervisors are more challenged by overseeing complex jobs.

Reference: p. 399, lecture

______________________________________________________________________________

89.  Jobs such as lawyer, engineer, and chef are examples of 


A.  sequential interdependence

*B.  personal specialization


C.  reciprocal relationship jobs


D.  task specialization

Reference: p. 400

_____________________________________________________________________________

90.  Personal specialist are very important to organizations because


A.  they take a personal interest in the organization


B.  they know how to handle reciprocal interdependence

*C.  they bring higher skill levels to their jobs


D.  they lower the average cost of labor

Reference: p. 400

______________________________________________________________________________

91.  Personal specialization occurs when


A.  task specialization creates jobs that are too boring

*B.  the work is too complex and advanced to be subdivided 


C.  workers get personally involved in their jobs


D.  people perform division of labor analyses

Reference: p. 400

______________________________________________________________________________

_______________________________________________________________________________

92.  Multiple task and personal specialists, all in the same organization, likely contribute to 

*A.  task interdependencies


B.  increased turnover


C.  decreased turnover


D.  job enrichment

Reference: p. 400

______________________________________________________________________________

93.  Which type of task interdependence has the most autonomy?


A.  reciprocal


B.  sequential

*C.  pooled


D.  personal

Reference: p. 400, 401

______________________________________________________________________________

94.  Insurance salespeople who research, write, sell and maintain their own policies based on information supplied by the underwriting company, work in a __________ task interdependence situation with each other.


A.  reciprocal

*B.  pooled


C.  sequential


D.  personal

Reference: p. 400, 401

______________________________________________________________________________

95.  Which of the following workers is likely to be in a sequential interdependence relationship?


A.  lawyer


B.  surgical team nurse

*C.  assembly line worker


D.  professional golfer

Reference: p. 400

______________________________________________________________________________

96.  Members of a team, whose job it is to design a new toy, probably work under which of the following 


A.  pooled interdependence


B.  task specialization


C.  sequential interdependence

*D.  reciprocal interdependence


E.  none of the above

Reference: p. 400

______________________________________________________________________________

_______________________________________________________________________________

97.  Pritchard and Griffin, a large consumer products company, has several independent major divisions.  The largest makes the "Whee-Whirl it away" laundry soap; another division produces "Soffloss" toothpaste and dental floss; the smallest division makes "Scrub n Smile" old fashioned floor cleaner.  What kind of departmentation does Pritchard and Griffin have?


A.  functional

*B.  product


C.  geographic


D.  matrix


E.  customer

Reference: p. 404

______________________________________________________________________________

98.  What is a common characteristic of the functional form of departmentation?


A.  easier communication among departments


B.  smaller economies of scale

*C.  more difficult communication among departments


D.  similar goals among departments


E.  low levels of specialization of employees

Reference: p. 403

______________________________________________________________________________

99.  The production division of Company X likes long runs on each of the products it manufactures, but he Sales group often wants production to set up a special run to meet a customer order.  This is a typical example of 


A.  product differentiation conflict 

*B.  problems in functional organizations 


C.  customer departmentation problems


D.  inappropriate departmentation

Reference: p. 403

______________________________________________________________________________

100.  Product organizations create a situation where in


A.  product quality can decline without extra controls


B.  marketing must be centralized for all products

*C.  functional departments are duplicated in each product division


D.  employees take more pride in the company than they do in any one product

Reference: p. 404

______________________________________________________________________________

_______________________________________________________________________________

101.  A __________ design generally works well with technology-dominated mixed and market-dominated mixed organizations.


A.  product

*B.  matrix


C.  functional 


D.  geographical


E.  consumer

Reference: p. 405

______________________________________________________________________________

102.  The classic matrix design essentially mixes which departmentation strategies.


A.  projects and products


B.  geographic and consumer


C.  consumer and projects

*D.  functional and projects

Reference: p. 405

______________________________________________________________________________

103.  In which of the following types of organizations is an employee likely to be accountable to more than one manager?


A.  functional


B.  customer

*C.  matrix


D.  product

Reference: p. 408

______________________________________________________________________________

104.  Which of the following organization types is most likely to contribute to conflict and stress?

*A.  matrix


B.  product


C.  project


D.  virtual


E.  geographic

Reference: p. 408

______________________________________________________________________________

_______________________________________________________________________________

105.  The matrix design is a response to __________ pressures.


A.  complexity


B.  uncertainty


C.  environmental 


D.  technological

*E.  all of the above

Reference: p. 408

______________________________________________________________________________

106.  Assume that company Z has to build a new additional plant, devise a new product line to meet changing customer demands, and establish their operation in Asia.  The y might consider organizing by

*A.  projects


B.  product


C.  functions


D.  process

Reference: p. 408

______________________________________________________________________________

107.  When organizations or similar entities are linked together in a complementary manner, all contributing to an identifiable goal, the result is


A.  an internet complexation 


B.  a global organization


C.  a matrix net

*D.  a virtual organization

Reference: p. 409

______________________________________________________________________________

108.  Imagine yourself designing, manufacturing marketing, distributing and financing a product without ever leaving your desk at home.  You probably operated a(n) 


A.  mixed conglomerate web

*B.  network (or virtual) organization


C.  geographical matrix firm


D.  telecomputer typology

Reference: p. 409

______________________________________________________________________________

Chapter 14

Power and Politics in Organizations

______________________________________________________________________________

1.  In order for influence to exist, two parties must have an interactive and dependent relationship.

*TRUE*

Reference: p. 422

______________________________________________________________________________

2.  Compliance with an influence attempt requires only that there is a commitment to the dependence relationship.

*FALSE*

Reference: p. 422

______________________________________________________________________________

3.  When a person feels alienated in a relationship, force is usually required to maintain the relationship.

*TRUE*

Reference: p. 422

______________________________________________________________________________

4.  Most dependence relationships within organizations are calculative ones.

*TRUE*

Reference: p. 422

______________________________________________________________________________

5.  The more dependent you are on the other party in a relationship, the more they can influence you.

*TRUE*

Reference: p. 422

______________________________________________________________________________

6.  The psychological contract deals with an individual's expectations of the organization and the organization's expectations of him or her.

*TRUE*

Reference: p. 422

______________________________________________________________________________

7.  The psychological contract is the set of expectations between an organization and an individual.  

*TRUE*

Reference: p. 422

______________________________________________________________________________

______________________________________________________________________________

8.  The public boundaries of the psychological contract are the actual limits of an individual's activity within an organization.

*FALSE*

Reference: p. 423

______________________________________________________________________________

9.  Public boundaries of psychological contract are narrower than real boundaries.

*TRUE*

Reference: p. 423

______________________________________________________________________________

10.  The public and private boundaries of any psychological contract are very stable and difficult to change.

*FALSE*

Reference: p. 424

______________________________________________________________________________

11.  The need to maintain a relationship has nothing to do with the strength of influence involved in that relationship.

*FALSE*

Reference: p. 422

______________________________________________________________________________

12.  Legitimate authority refers to influence which falls within the real boundaries of the psychological contract.

*TRUE*

Reference: p. 424

______________________________________________________________________________

13.  Legitimate authority is derived from an organization and reflected in organizational structure.  

*TRUE*

Reference: p. 424

______________________________________________________________________________

14.  Legitimate authority resides in the character of a person, not in the position he/she holds.

*FALSE*

Reference: p. 424

______________________________________________________________________________

15.  Legitimate authority is not transferable from one person to another in an organization.

*FALSE*

Reference: p. 424

______________________________________________________________________________

______________________________________________________________________________

16.  In unstable environments and organic organizations, legitimate authority is relatively unstable.

*TRUE*

Reference: p. 424

______________________________________________________________________________

17.  Organizations have learned that they can establish their own brand of authority structure independent from any outside cultural conditions.

*FALSE*

Reference: p. 425

______________________________________________________________________________

18.  Power is the same as legitimate authority except that it is not used for the same ends.

*FALSE*

Reference: p. 426

______________________________________________________________________________

19.  Managers can use either legitimate authority or power, but not both.

*FALSE*

Reference: p. 426

______________________________________________________________________________

20.  Power uses deal with issues that usually fall outside the boundaries of legitimate authority.

*TRUE*

Reference: p. 426

______________________________________________________________________________

21.  Reward power exists when a subordinate believes a manager controls positive reinforcement.

*TRUE*

Reference: p. 426

______________________________________________________________________________

22.  Reward power can be enacted through legitimate authority on through politics.

*TRUE*

Reference: p. 426

______________________________________________________________________________

23.  Expert power is transferable.

*FALSE*

Reference: p. 427

______________________________________________________________________________

______________________________________________________________________________

24.  Expert power is applies and is applies and is specific to a particular person and particular skills or tasks.

*TRUE*

Reference: p. 427

______________________________________________________________________________

25.  Charismatic leaders are not very ordinary or common; they have exceptional qualities.

*TRUE*

Reference: p. 428

______________________________________________________________________________

26.  If Albert Einstein were to be powerful, he would have charismatic power.

*FALSE*

Reference: p. 427, 428

______________________________________________________________________________

27.  Charismatic power is based predominantly upon personal identification with the source.

*TRUE*

Reference: p. 428

______________________________________________________________________________

28.  Charismatic power is personal and cannot be institutionalized by empowering subordinates.

*FALSE*

Reference: p. 429

______________________________________________________________________________

29.  When a charismatic leader dies or leaves their organization, the bosses for their influence goes with them.

*FALSE*

Reference: p. 429

______________________________________________________________________________

30.  The use of charismatic power usually leads to achieving intended results.

*TRUE*

Reference: p. 430

______________________________________________________________________________

31.  Acceptance usually occurs when compliance is based on expert power.

*TRUE*

Reference: p. 430

______________________________________________________________________________

______________________________________________________________________________

32.  An influence attempt can have unintended results, but it's not likely to modify the relationship between the parties.

*FALSE*

Reference: p. 430

______________________________________________________________________________

33.  A common way to influence, as well as to resist influence, is to appeal to reason.

*TRUE*

Reference: p. 430

______________________________________________________________________________

34.  Strict adherence to procedures and rules can be a form of resistance to authority.

*FALSE*

Reference: p. 430

______________________________________________________________________________

35.  Organization based influence is given by the organizations, and resides in a position, not a person. 

*TRUE*

Reference: p. 431

______________________________________________________________________________

36.  Personal based influence is a result of demonstrated skill and expertise, not psychological dependence on the other party.

*FALSE*

Reference: p. 431

______________________________________________________________________________

37.  The distribution of power in organizations is determined by the combination of situational factors and personal characteristics.

*TRUE*

Reference: p. 431

______________________________________________________________________________

38.  The strategic contingency theory of power states that the power of an organizational subunit depends upon its position in the organization with regard to environmental volatility, substitutability of activities and work flow centrality.

*TRUE*

Reference: p. 432

______________________________________________________________________________

______________________________________________________________________________

39.  Work centrality gives a department more influence through greater interconnections with other departments.

*TRUE*

Reference: p. 433

______________________________________________________________________________

40.  A production department may have great power because of their centrality of work flow and their control over immediacy.  

*TRUE*

Reference: p. 433

______________________________________________________________________________

41.  Environmental changes of an organizations can reduce top management expert power.

*TRUE*

Reference: p. 433, 434

______________________________________________________________________________

42.  Competence is a necessary ingredient in adding to one's legitimate authority.

*TRUE*

Reference: p. 434

______________________________________________________________________________

43.  In order to increase one's legitimate authority in an organization, it helps to have self-confidence but moderate to low power needs.

*FALSE*

Reference: p. 434, 435

______________________________________________________________________________

44.  Reward and punishment power usually are acquired as a consequence of having legitimate authority.

*TRUE*

Reference: p. 435

______________________________________________________________________________

45.  Managers with a strong political orientation, willing to influence beyond then legitimate authority, need not concern themselves much with reward power.

*FALSE*

Reference: p. 435

______________________________________________________________________________

46.  Machiavellians behave in their own self-interest and use false praise to manipulate others.

*TRUE*

Reference: p. 435

______________________________________________________________________________

______________________________________________________________________________

47.  I am very well spoken, Machiavellian, and understand highly complex situations.  I am probably the kind of person who seeks reward/punishment power.

*TRUE*

Reference: p. 435

______________________________________________________________________________

48.  Cognitive complexity is an attribute which helps achieve power because it adds to sensitivity in interpreting complex situations.

*TRUE*

Reference: p. 435

______________________________________________________________________________

49.  People who are attributed with having power often have accurate perceptions of the power network.

*TRUE*

Reference: p. 435

______________________________________________________________________________

50.  Organization based power can be maintained by supporting inter-unit relationships and an organization culture which promotes stable organizational behavior. 

*TRUE*

Reference:  p. 435

______________________________________________________________________________

51.  Human resource practices such as selection promotion, compensation, and training, play important roles in maintaining organization -based influence.

*TRUE*

Reference: p. 437, 438

______________________________________________________________________________

52.  Influencing organization strategy has little effect upon power distribution.

*FALSE*

Reference: p. 437

______________________________________________________________________________

53.  A change in selection and/or advancement criteria may indicate changed in an organization's power structure.

*TRUE*

Reference: p. 438

______________________________________________________________________________

______________________________________________________________________________

54.  Control over training has an important influence on power primarily because of its linkage to the compensation system.  

*FALSE*

Reference: p. 439

______________________________________________________________________________

55.  It is usually a waste of time to try to effect your power by influencing training programs in the organization.

*FALSE*

Reference: p. 439

______________________________________________________________________________

56.  The dominant coalition may use organizational socialization strategies to help maintain power. 

*TRUE*

Reference: p. 439

______________________________________________________________________________

57.  Power based upon influence over organization design is derived from control over contingencies, work flow, and substitutability of activities.

*TRUE*

Reference: p. 439

______________________________________________________________________________

58.  The fastest and easiest route to increasing one's influence is to improve your personal-based power instead of your organizational-based power.

*FALSE*

Reference: p. 440

______________________________________________________________________________

59.  Charismatic power usually develops best in situations where there is stability and certainty.

*FALSE*

Reference: p. 440

______________________________________________________________________________

60.  Charismatic power can be more easily perpetuated and applied in the start-up phase of an organization.

*TRUE*

Reference: p. 440

______________________________________________________________________________

______________________________________________________________________________

61.  After crises are solved, charismatic power must be institutionalized in order to be maintained.

*TRUE*

Reference: p. 440, 441

______________________________________________________________________________

62.  In China in the 1960's, 60 foot tall statutes of Mao Tse Tung were erected in all public places.  This is an example of an attempt to perpetuate a charismatic image.

*TRUE*

Reference: p. 441

______________________________________________________________________________

63.  Joe helped build ADC Electronics because of his expertise in car radios.  But our sales are now 90% radar detectors.  Now Vice President of Personnel, Joe probably continues to maintain his expert power.

*FALSE*

Reference: p. 442

______________________________________________________________________________

64.  Studies have shown that U.S. managers prefer to use reasoning as a means to influence subordinates.

*TRUE*

Reference: p. 442, 443

______________________________________________________________________________

65.  The "iron law of power" says that the more similar the power of a boss and his/her subordinate, the more likely the boss will use assertive behavior to influence the subordinate.

*FALSE*

Reference: p. 443

______________________________________________________________________________

66.  Bargaining, as an influence tactic, requires that each party be willing to withhold what the other party desires.

*TRUE*

Reference: p. 443

______________________________________________________________________________

67. Managers who prefer to influence using reasoning will tend to do so toward their subordinates as well as their superiors.

*TRUE*

Reference: p. 443

______________________________________________________________________________

______________________________________________________________________________

68.  One influence strategy that managers do not use toward their superiors is coalition formation.

*FALSE*

Reference: p. 443

______________________________________________________________________________

69.  Managers with a "tactician" style of influencing tend to make the most influence attempts and use the widest variety of influence strategies.

*FALSE*

Reference: p. 444

______________________________________________________________________________

70.  It is almost impossible to gain power by selecting and defining the problems to be solved.

*FALSE*

Reference: p. 446

______________________________________________________________________________

71.  If you want to exert power in decision making, attempt to control the criteria people use in evaluation alternative solutions.

*TRUE*

Reference: p. 446

______________________________________________________________________________

72.  Sponsors (or mentors) may exert influence in helping one receive a promotion, but have little effect upon the furthering of one's ideas and projects.

*FALSE*

Reference: p. 447

______________________________________________________________________________

73.  "Impression management" can be used effectively to influence others.

*TRUE*

Reference: p. 447

______________________________________________________________________________

74.  Influence is less likely to be successful when


A.  authority instead of power is used

*B.  there is no interdependency between the parties


C.  the source is the same sex as the target


D.  the attempt is secretive rather than apparent

Reference: p. 422

______________________________________________________________________________

______________________________________________________________________________

75.  When a dependence relationship is forced, a person usually feels


A.  more powerful


B.  commitment and ideologically involved


C.  a desire to reanalyze the costs and benefits of the relationship

*D.  alienation and a desire to escape

Reference: p. 422

______________________________________________________________________________

76.  Which type of dependence relationship is most common in work organizations?


A.  alienated

*B.  calculative


C.  committed


D.  professional


E.  subsistence

Reference: p. 422

______________________________________________________________________________

77.  A person is more subject to being influenced in a relationship if she/he 

*A.  desires to maintain the relationship 


B.  has other similar relationships 


C.  began the relationship


D.  is in a network of relationships

Reference: p. 422

______________________________________________________________________________

78.  Which two factors impact on the strength of influence that might occur in a relationship?

*A.  need to maintain the relationship and the degree of power asymmetry


B.  the public and the private boundaries


C.  attitudes and personality


D.  need to exert power and need to conserve it

Reference: p. 422

______________________________________________________________________________

79.  The psychological contract is __________.


A.  the basis of power in most organizations


B.  the assumptions an employer makes regarding any given employee's need structure

*C.  the mutual set of expectations which exist between the organization and the


individual


D.  a written agreement between worker and organizations, outlining job responsibilities


E.  the code of ethics pertaining to any human relationship

Reference: p. 422

______________________________________________________________________________

______________________________________________________________________________

80.  An employee who accepts assignments that are beyond the requirements of her job description is acting,

*A.  outside her public boundary and inside her real boundary of her psychological


contract


B.  outside her real boundary of her psychological contract


C.  outside all boundaries of her psychological contract


D.  inside all boundaries of her psychological contract


E.  none of the above

Reference:  p. 423

______________________________________________________________________________

81.  The "public" boundary of one's psychological contract


A.  represents the time limits of the psychological contract


B.  includes approximately half of what a person is willing to agree to do 


C.  is broader and more inclusive than the "real" boundary


D.  is unaffected by one's job description, and has nothing to do with it

*E.  is narrower than the real boundary 

Reference: p. 423

______________________________________________________________________________

82.  Accepting an assignment outside the public boundary of a psychological contract


A.  is one way to ruin one's chances for promotion

*B.  may benefit a person by "doing the boss a favor"


C.  should be avoided at all cost because it sets a dangerous precedent


D.  is a way to insure one's popularity with co-workers

Reference: p. 423

______________________________________________________________________________

83.  The real boundary of a psychological contract


A.  is usually static and stable over time


B.  is the same as the public boundary

*C.  are the true limits of the psychological contract and includes activities beyond those


inside the public boundary

D.  are the true limits of the psychological contract, but is not effected by the use of


legitimate authority

Reference: p. 423

______________________________________________________________________________

______________________________________________________________________________

84.  Legitimate authority __________


A.  is largely determined by expert power 


B.  is highly respected by professionals


C.  is granted by the subject of the influence attempt


D.  may be used to extract compliance with requests not sanctioned by the organization

*E.  is granted by the organization and embedded in the psychological contract

Reference: p. 424

______________________________________________________________________________

85.  Which of the following can be a source of legitimate authority?


A.  the position one holds in an organization


B.  the stability of an organization's structure


C.  the person's orientation toward organizations and work


D.  the outside culture in which the organization is embedded

*E.  all of the above

Reference: p. 424, 425

______________________________________________________________________________

86.  The distribution of legitimate authority in an organization's hierarchy is largely determined by __________.

*A.  organizational structure


B.  industrial standards


C.  the size of the organization


D.  power struggles within the organization


E.  market factors

Reference: p. 424

______________________________________________________________________________

87.  The distribution of legitimate authority is likely to be more stable in 


A.  organic organizations


B.  matrix organizations


C.  product organizations

*D.  mechanistic organizations


E.  functional organizations

Reference: p. 424

______________________________________________________________________________

88.  Power is different from legitimate authority in that it 


A.  doesn't involve politics


B.  requires some form of constitution to clarify its use


C.  doesn't involve rewards and punishments

*D.  falls outside the psychological contract and distorts its boundaries

Reference: p. 426

______________________________________________________________________________

______________________________________________________________________________

89.  The experiments in which subjects delivered electrical shocks to a "learner" demonstrate that 

*A.  people can exceed the limits of, and use, then legitimate authority to exact


compliance


B.  threats of economic loss are useful in exerting power


C.  men can be more compliant than women


D.  people always know when to draw the line in deciding whether to comply or refuse

Reference: p. 426

______________________________________________________________________________

90.  Regarding compliance to power and authority,


A.  there are very clear and narrow limits to how much people can be influenced


B.  most people do not find it difficult to resist, regardless of the situation

*C.  there is some serious question as to how far people will go when they are subject to


influence


D.  threats work better than rewards for most influence attempts

Reference: p. 426

______________________________________________________________________________

91.  Coercive power involves the use of 

*A.  threats or actual punishments


B.  carefully contrived rewards 


C.  group pressures


D.  outcomes not sanctioned by the organization

Reference: p. 427

______________________________________________________________________________

92.  George the machinist has been at ABC Manufacturing for 20 years.  They recently installed a robotics manufacturing system, and he is the only one who knows how to fix it.  George has obtained __________.


A.  legitimate authority


B.  organization based power


C.  charismatic power

*D.  expert power


E.  none of the above

Reference: p. 427

______________________________________________________________________________

______________________________________________________________________________

93.  What type of power is operating when followers identify emotionally with the leader?


A.  expert power


B.  innate attribute power

*C.  charismatic power


D.  reward power


E.  legitimate power

Reference: p. 428

______________________________________________________________________________

94.  The key elements of charismatic power include


A.  followers who are pressed hard by the leader to relinquish old values

*B.  commitment to a mission


C.  open group discussions to test and challenge the leader's goals 


D.  elimination of a need for obedience to a leader


E.  all of the above

Reference: p. 428

______________________________________________________________________________

95.  Which types of power are least transferable?


A.  reward power, charismatic power


B.  personal-based power, legitimate power


C.  reward power, coercive power

*D.  expert power, charismatic power

Reference:  p. 429

______________________________________________________________________________

96.  Charismatic power


A.  can never become institutionalized; it is always tied to a personality in an


organization


B.  can be transferred form person to person rather easily

*C.  can become institutionalized as followers increase and as the charismatic leaders


delegate power to them


D.  cannot be spread to followers even when some are personally chosen by the


charismatic leader

Reference: p. 429

______________________________________________________________________________

97.  What usually occurs when an influence attempt fails to product intended results?


A.  open conflict


B.  acid indigestion

*C.  modification of a relationship


D.  power de-escalation

Reference: p. 430

______________________________________________________________________________

______________________________________________________________________________

98.  Appeals to reason and minimal compliance are examples of 


A.  responses to charismatic power


B.  attempts to gain peer support

*C.  resistance to power


D.  deceptive compliance


E.  none of the above

Reference: p. 430

______________________________________________________________________________

99.  Developing a counter-force to resist power may be an effective way to


A.  strengthen an organization's sophistication in using power to its advantage 


B.  prevent conflict from occurring


C.  hide charismatic activities

*D.  shift the balance of power 


E.  demonstrate loyalty

Reference: p. 430

______________________________________________________________________________

100.  The person responsible for transfers, reassignments, and work force reductions has power because of their position.  They have __________.


A.  expert power


B.  access to important people


C.  control over information

*D.  perceived influence over the future of others

Reference: p. 431

______________________________________________________________________________

101.  The strategic contingency theory of organizational power suggests a subunits power depends on __________.


A.  the amount of resources controlled by that subunit

*B.  how much that unit is involved in coping with the environment, its substitutability,


and work flow centrality


C.  proximity of that subunit to its customer base


D.  personal power of the individuals within that subunit

Reference: p. 432

______________________________________________________________________________

______________________________________________________________________________

102.  What is a factor in work flow centrality?


A.  a subunit's susceptibility to the environment

*B.  the degree of a subunit's interconnection with other subunits


C.  a subunit's us of resources


D.  a subunit's substitutability 


E.  all of the above

Reference: p. 433

______________________________________________________________________________

103.  Environmental change can effect an organization's power structure by

A.  altering the competence needed by the dominant coalition


B.  encouraging the founding entrepreneur to leave


C.  making the marketing department more critical to the organization's success


D.  increasing the need for more research and development

*E.  all of the above

Reference: p. 433, 434

______________________________________________________________________________

104.  In order to gain power by advancing in the hierarchy, it is best for a person to have and develop

*A.  competence


B.  clique membership


C.  substitutability


D.  people to mentor

Reference: p. 434

______________________________________________________________________________

105.  Two major ingredients that are needed to acquire organizationally-based influence are


A.  charisma and competence

*B.  improved legitimate authority and reward and punishment power


C.  self-confidence and moderate to low power needs


D.  a dislike for power, but a willingness to exert influence under many circumstances

Reference: p. 434, 435

______________________________________________________________________________

106.  In order for a person with legitimate authority to acquire and effectively use reward or punishment power, they


A.  should delegate less

*B.  need to have a political orientation


C.  must also avoid the use of expert power


D.  should have Machiavellian personalities

Reference: p. 435

______________________________________________________________________________

______________________________________________________________________________

107.  Gloria is a regional sales manager for a camera company.  She desires to increase her legitimate authority.  What traits does she probably have if she is to be successful?

*A.  strong power needs


B.  low self confidence


C.  cognitive complexity


D.  professional orientation


E.  all of the above

Reference: p. 434, 435

______________________________________________________________________________

108.  Mr. Kelly worked for a large band for many years, and held a number of different important positions during that time.  He retired last year, and is often frustrated because people no longer pay him much attention.  He is experiencing the loss of __________.


A. personal based power 


B.  coercive power

*C.  organization based power


D.  referent power

Reference: p. 435, lecture

______________________________________________________________________________

109.  One basis of power rests in one's ability to reuse and comprehend patterns of relationships and power, often under ambiguous conditions.  This ability is called


A.  situational sifting


B.  self-confidence


C.  PNP agility

*D.  cognitive complexity

Reference: p. 435

______________________________________________________________________________

110.  All of the following are used to maintain organization-based influence EXCEPT

*A.  diversification of subunits and change in cultural values


B.  influence over behavioral controls


C.  influencing organization redesign


D.  influence over strategy

Reference: p. 437

______________________________________________________________________________

______________________________________________________________________________

111.  Our diversified international company has many subunits, all divided geographically by country.  The financial department insists that return on investment is better with real estate than with trading.  They are attempting to enhance their power by which method?


A.  obtaining better personnel


B.  affecting behavioral control systems


C.  affecting organization structure

*D.  influencing strategy


E.  none of the above

Reference: p. 437

______________________________________________________________________________

112.  Which department of XYZ Zipper Co. has the most power over behavioral controls?


A.  the sales department , which controls the market


B.  the accounting department, which controls resource allocation


C.  the planning department, which controls organizational structure

*D.  the personnel department, which controls selection, compensation and training

Reference: p. 438

______________________________________________________________________________

113.  Why is influence over organizational design and structure important for power?

*A.  through organization design and structure, one controls the key contingencies of


centrality, immediacy, substitutability


B.  through organization design and structure, one controls training 


C.  through organization design and structure, one controls socialization


D.  one cannot design power strategies when the organization lacks design

Reference: p. 439

______________________________________________________________________________

114.  One of the major conditions that encourages the presence of charismatic power is 


A.  a corporate takeover


B.  an organization going public (offering stock)


C.  the death of a non-charismatic leader

*D.  a crisis

Reference: p. 440

______________________________________________________________________________

115.  Charismatic power can NOT  be perpetuated by


A.  perpetuating the charismatic image


B.  controlling interaction with groups 


C.  evoking specific negative images of past crises

*D.  speaking in general and negative terms about the future

Reference: p. 441

______________________________________________________________________________

______________________________________________________________________________

116.  Which are the special characteristics of individuals with charismatic power?

*A.  nonverbal communication skills and strong convictions


B.  organizational orientation and nonverbal communication skills


C.  expertise and referent power


D.  cognitive complexity and needs for recognition


E.  nonverbal communication skills and coalition forming skills

Reference: p. 440

______________________________________________________________________________

117.  Evoking negative images of the past and speaking in positive terms of the future are ways to 


A.  enact the Machiavellian style


B.  adding to expert power

*C.  perpetuate charismatic power


D.  risk losing legitimate authority

Reference: p. 441

______________________________________________________________________________

118.  Which is NOT a method of perpetuating expert power?


A.  having a personal sponsor


B.  maintaining personal control of the expertise


C.  maintaining the dependence relationship between the organization and oneself


D.  maintaining one's skill level 

*E.  evolving negative images of the past

Reference: p. 442

______________________________________________________________________________

119.  Which is the most preferred method used by U.S. managers to influence subordinates?


A.  assertive behavior


B.  e-mail

*C.  using reason


D.  coalition formation

Reference: p. 442, 443

______________________________________________________________________________

______________________________________________________________________________

120.  Which of the following is an example of coalition formation?


A.  involving the welders in selection of welding robots


B.  if we don't give them time to bring it up, we won't even have to deal with the product


liability issue

*C.  the entire sales force will back me up, even though the vice president wants to fire


me


D.  since it's my department we're discussing, I control the way we present problems 


E.  all of the above

Reference: p. 434

______________________________________________________________________________

121.  Which of the following ways to influence others is ranked high by both managers and their subordinates?

*A.  reason


B.  assertive behavior


C.  use of sanctions


D.  bargaining

Reference: p. 434

______________________________________________________________________________

122.  When promoted employees enter into management positions, their attitudes often change toward those of fellow managers.  This is an example of 


A.  power orientation training


B.  distancing from subordinates


C.  charismatic rub-off syndrome

*D.  co-optation


E.  appealing appearance programming

Reference: p. 434

_____________________________________________________________________________

123.  Which of the following are behavioral influence strategies?


A.  reason 


B.  assertive behavior


C.  bargaining


D.  using sanctions

*E.  all of the above

Reference: p. 442-444

______________________________________________________________________________

______________________________________________________________________________

124.  In order to be effective at bargaining, a person must 

*A.  have something to offer that is desired by the other party


B.  be unwilling to negotiate 


C.  be willing to appeal to higher authority


D.  avoid using this technique with superiors

Reference: p. 434

______________________________________________________________________________

125.  Managers that tend to be below average in their frequency and type of influence behavior are called

*A.  bystander managers


B.  wimps 


C.  shotgun managers


D.  tacticians


E.  none of the above

Reference: p. 444

______________________________________________________________________________

126.  One of the problems in the use of power and influence is 

*A.  success in its use can eventually cost you a great deal


B.  you may gain more power than you ever intended to have


C.  you can never fully subordinate yourself to people with more power than you have 


D.  it leads to a lonely, dismal existence

Reference: p. 445

______________________________________________________________________________

127.  Given the fact that people at work make choices between alternative actions very frequently, one way to gain influence would be to 


A.  make as many of the choices as you can personally


B.  eliminate some choices before people have a chance to pursue them

*C.  attempt to control the criteria used to make decisions 


D.  have complete budgetary control

Reference: p. 446

______________________________________________________________________________

128.  One way to acquire a sponsor or otherwise increase your attractiveness to others is to 


A.  acquire status symbols for your office


B.  bathe occasionally


C.  control meeting agendas

*D.  use ingratiation

Reference: p. 447

______________________________________________________________________________

Chapter 15

Leadership in Organizations

______________________________________________________________________________

1.  The interest in leadership often stems from a desire to attribute organizational success and failure to the leader's influence. 

*TRUE*

Reference:  p. 454

______________________________________________________________________________

2.  Despite the effects of all kinds of forces on organizational effectiveness, leaders can still have a powerful influence on an organization.

*TRUE*

Reference: p. 454

______________________________________________________________________________

3.  Simply replacing a coach can improve a team's success, regardless of the replacement's previous performance.

*FALSE*

Reference: lecture

______________________________________________________________________________

4.  Leadership can be explained in terms of the ability to influence others toward achieving organizationally desired goals.

*TRUE*

Reference: p.454

______________________________________________________________________________

5.  The four approaches to leadership analysis in the text are trait, behavioral, contingency and process.

*TRUE*

Reference: p. 455

______________________________________________________________________________

6.  Trait theories of leadership quite surprisingly identify several traits that are correlated with leadership success across a variety of situations.

*FALSE*

Reference: p. 455

______________________________________________________________________________

______________________________________________________________________________

7.  People may have traits that are useful for leadership, but are often not motivated to attempt to lead others.

*TRUE*

Reference: p. 455

______________________________________________________________________________

8.  In predicting leadership success from traits, general clusters of traits are more predictive than single specific traits.

*TRUE*

Reference: p. 455, 456

______________________________________________________________________________

9.  Effective leaders must have equal and high power and affiliation needs.

*FALSE*

Reference: p. 457

______________________________________________________________________________

10.  An effective leader motive pattern requires that the leader have power needs, but be very inhibited and controlled in the use of power.

*TRUE*

Reference: p. 457

______________________________________________________________________________

11.  German managers place more emphasis on technical skills as a basis for managerial success than do British managers.

*TRUE*

Reference: p. 456

______________________________________________________________________________

12.  An autocratic leader often consults with workers before making decisions.

*FALSE*

Reference: p. 458

______________________________________________________________________________

13.  Classification of leadership into autocratic, participative and laissez-faire styles is based on differences in leader traits.

*FALSE*

Reference: p. 457, 458

______________________________________________________________________________

______________________________________________________________________________

14.  A laissez-faire manager asks workers to participate in decisions, but reserve most final decisions for herself.

*FALSE*

Reference: p. 458, 459

______________________________________________________________________________

15.  Participative leadership styles are often correlated with subordinate satisfaction, but not necessarily with performance.

*TRUE*

Reference: p. 459

______________________________________________________________________________

16.  U.S. born managers tend to be less autocratic and coercive than Middle Eastern managers who emigrated to and work in the U.S.

*TRUE*

Reference: p. 459

______________________________________________________________________________

17.  Based on the Ohio State studies, "considerate" leaders consistently have satisfied and productive subordinates.

*FALSE*

Reference: p. 460

______________________________________________________________________________

18.  Increasing consideration and initiating structure definitely improves worker performance.

*FALSE*

Reference: p. 460

______________________________________________________________________________

19.  "Production centered leadership" from the Michigan studies involves high-pressure tactics to get productivity.

*TRUE*

Reference: p. 460

______________________________________________________________________________

20.  In the Michigan studies, "employee-centered" leadership was examined for its affect on satisfaction, not productivity.

*FALSE*

Reference: p. 460, 461

______________________________________________________________________________

______________________________________________________________________________

21.  Production-centered leadership, initiating structure, and work facilitation are measures of the same leader behaviors.

*FALSE*

Reference: p. 460, 461

______________________________________________________________________________

22.  The early Michigan Studies characterized employee centered supervisors as more effective leaders than production-centered supervisors.

*TRUE*

Reference: p. 460, 461

______________________________________________________________________________

23.  Leader behavior which is task oriented is often referred to as "initiating structure" behavior or "work facilitation" in key studies of leadership.

*TRUE*

Reference: p. 460, 461

______________________________________________________________________________

24.  Both the Ohio State and the Michigan studies dealt with leader behaviors aimed at employee productivity and their satisfaction.

*TRUE*

Reference: p. 460, 461

______________________________________________________________________________

25.  Fiedler's contingency theory measures a leader's orientation (e.g. needs, personality and not the leader's behavior).

*TRUE*

Reference: p. 462

______________________________________________________________________________

26.  According to Fiedler's theory, a leader's orientation may allow for different behaviors under different conditions.

*TRUE*

Reference: p. 462

______________________________________________________________________________

27.  Studies have shown that leaders are capable of changing their directiveness and rewarding patterns when a situation becomes stressful.

*TRUE*

Reference: p. 462

______________________________________________________________________________

______________________________________________________________________________

28.  Low task structure exists when the object of the task is clearly specified.

*FALSE*

Reference: p. 464

______________________________________________________________________________

29.  Leader-member relations, task structure, and position power are facets of Fiedler's leadership theory.

*TRUE*

Reference: p. 464

______________________________________________________________________________

30.  The LPC scale measures the effectiveness with which a manager deals with his "least preferred coworker".

*FALSE*

Reference: p. 464

______________________________________________________________________________

31.  A manager with high LPC is "people centered", and has some positive feelings towards coworkers with whom he works least well.

*TRUE*

Reference: p. 464, 465

______________________________________________________________________________

32.  High LPC leaders are more effective than low LPC leaders, regardless of the situation.

*FALSE*

Reference: p. 465

______________________________________________________________________________

33.  Under Fiedler's theory good leader-member relations and high task structure contribute to situational control, while high position power lessens situational control.

*FALSE*

Reference: p. 465

______________________________________________________________________________

34.  According to Fiedler low LPC leaders are most effective when situational control is very low or very high.

*TRUE*

Reference: p. 465, 466

______________________________________________________________________________

______________________________________________________________________________

35.  High LPC leaders are most effective where there is moderate, rather than high or low, situation control.

*TRUE*

Reference: p. 465, 466

______________________________________________________________________________

36.  A weakness of most leadership research is that the ability of the leader is not considered in the various models.

*TRUE*

Reference: p. 466

______________________________________________________________________________

37.  The effect of leader intelligence on team performance does not vary from situation to situation.

*FALSE*

Reference: p. 466

______________________________________________________________________________

38.  Leader experience, not intelligence, seems to be most useful in stress situations.

*TRUE*

Reference: p. 466

______________________________________________________________________________

39.  Leader experience is an advantage because it provides a larger repertoire of behaviors for the leader to call upon.

*TRUE*

Reference: p. 466

______________________________________________________________________________

40.  Leader intelligence can have a dampening effect on performance in stressful situations.

*TRUE*

Reference: p. 466

______________________________________________________________________________

41.  Path-goal theory focuses on a leader's behavior rather than his or her orientation.

*TRUE*

Reference: p. 467

______________________________________________________________________________

42.  The role of the leader in path-goal is to insure that the path to the goal is clearly understood by subordinates and there are no barriers to goal achievement.

*TRUE*

Reference: p. 467, 469

______________________________________________________________________________

______________________________________________________________________________

43.  Path-goal theory suggests that managers can affect workers' motivation and performance through clarification of effort-reward relationship, ways to achieve goals, and goals clarification.

*TRUE*

Reference: p. 467, 468

______________________________________________________________________________

44.  According to Path-Goal theory, subordinates who are authoritarian react very negatively to directive leadership.

*FALSE*

Reference: p. 468

______________________________________________________________________________

45.  According to path-goal theory, authoritarian subordinates strongly prefer a participative style from their superiors.

*FALSE*

 Reference: p. 468

______________________________________________________________________________

46.  When tasks are new and uncertain to subordinates, the leader should avoid a directive style.

*FALSE*

Reference: p. 468

______________________________________________________________________________

47.  According to path-goal theory, the leader can be very useful in removing barriers to performance.

*TRUE*

Reference: p. 468

______________________________________________________________________________

48.  The most effective leadership style on an assembly line is supportive.

*TRUE*

Reference: p. 469

______________________________________________________________________________

49.  When leaders are led to believe that subordinates are competent, they tend to be less directive and more considerate.

*TRUE*

Reference: p. 471

______________________________________________________________________________

______________________________________________________________________________

50.  Under transactional leadership, the leader inspires and raises the consciousness of followers by appealing to their higher ideals and values.

*FALSE*

Reference: p. 472

______________________________________________________________________________

51.  A basic assumption underlying the transactional view of leadership is that humans act rationally to achieve their personal goals.

*TRUE*

Reference: p. 472

______________________________________________________________________________

52.  Under the transformational leadership perspective, the subordinate's basic motivation to comply with the leader's wishes is self-interest.

*FALSE*

Reference: p. 473

______________________________________________________________________________

53.  Transformational leaders try to change the context of follower self-interests, while transactional leadership works within that context.

*TRUE*

Reference: p. 473

______________________________________________________________________________

54.  Under transformational leadership, the leader transforms the subordinates into highly motivated persons by negotiating with them appropriate rewards for good performance.

*FALSE*

Reference: p. 473

______________________________________________________________________________

55.  Transformational leaders, especially successful ones, avoid risk, discrepant visions, and unconventional techniques.

*FALSE*

Reference: p. 473, 474

______________________________________________________________________________

56.  Through charisma, transformational leaders increase the feelings of influence and power held by subordinates.

*TRUE*

Reference: p. 474

______________________________________________________________________________

______________________________________________________________________________

57.  From a stockholder's point of view, a transformational leader may manage a firm ineffectively.

*TRUE*

Reference: p. 475

______________________________________________________________________________

58.  There is some research evidence to suggest that charisma in a leader can be taught and that this can produce high performance.

*TRUE*

Reference: p. 475

______________________________________________________________________________

59.  According to vertical dyad linkage theory, leaders should never negotiate role relationships with subordinates.

*FALSE*

Reference: p. 475

______________________________________________________________________________

60.  According to vertical dyad linkage theory, a high quality relationship between a boss and subordinate is one in which a certain level of trust exists. 

*TRUE*

Reference: p. 476

______________________________________________________________________________

61.  Subordinates' characteristics, task factors, and organizational dimensions may operate as substitutes for leadership.

*TRUE*

Reference: p. 476, 477

______________________________________________________________________________

62.  Feedback from the task itself can act as a substitute for leadership.

*TRUE*

Reference: p. 477, 478

______________________________________________________________________________

63.  Substitutes for leadership arise quite naturally as a consequence of a leadership void.

*FALSE*

Reference: p. 478

______________________________________________________________________________

______________________________________________________________________________

64.  It takes effective leadership to create the situation where substitutes for leadership can operate.

*TRUE*

Reference: p. 478

______________________________________________________________________________

65.  The type of substitutes for leadership in a mechanistic organization are likely to be different from those in an organic organization.

*TRUE*

Reference: p. 478

______________________________________________________________________________

66.  The study of leadership and the emphasis on it 

A.  is diminishing rapidly

B.  demonstrates that leaders have very little effect on organizational effectiveness

*C.  may occur, in part, because we want to tie the success or failure of an organization to


individuals in key roles


D.  tells us very little how leaders behave

Reference: p. 454

______________________________________________________________________________

67.  Among the following, which in INCORRECT in explaining leadership?


A.  The definition of leadership includes organization effectiveness.


B.  Research on leadership include is study of traits as well as situational factors.

C.  Leadership is interpersonal influence that occurs when one person is able to gain


compliance from another.

*D.  Leadership is directed mainly toward the goal of the leader.

Reference: p. 455

______________________________________________________________________________

68. The  central concept in definitions of leadership is


A.  leader traits

*B.  influence on organizational results


C.  the leader's time perspective


D.  contingency control

Reference: p. 454, 455

______________________________________________________________________________

______________________________________________________________________________

69.  Analyses of many studies of leader traits show that

*A.  no specific traits are correlated with leadership across different situations 


B.  traits are important to leadership and are easily trained


C.  there is no need to study leader traits as they correlate with behavior so well


D.  intelligence is the worst predictor of leadership success.

Reference: p. 455

______________________________________________________________________________

70.  In order for trait measures to correlate with leadership effectiveness, 


A.  only a few specific traits must be examined


B.  the focus has to be on creative traits

*C.  the traits must be grouped into classes or constellations


D.  the leaders need to be studied only in stressful situations

Reference: p. 455

______________________________________________________________________________

71.  Which of the following are examples of classes or groupings of traits that predict leader effectiveness?


A.  intelligence, tact and empathy

*B.  achievement, participation, and status


C.  capacity, approachability and experience


D.  height, weight, and age


E.  knowledge, power distance, and vision

Reference: p. 456

______________________________________________________________________________

72.  A leader motive pattern that seems to be related to managerial effectiveness is 


A.  high social needs and low power needs


B.  high achievement needs and low power inhibitions


C.  affiliation needs that same as power needs; both high

*D.  power needs higher than affiliation needs, with self control in the use of power

Reference: p. 457

______________________________________________________________________________

73.  Which approach to the study of leadership emphasizes the degree to which a leader involves subordinates in decision making?


A.  the trait approach

*B.  the behavioral approach


C.  the distributional approach


D.  the contingency approach

Reference: p. 457, 458

______________________________________________________________________________

______________________________________________________________________________

74.  Given that the studies are not conclusive, what appears to be true of the relationship between a leader's distribution of decision making influence and individual and group performance/satisfaction?


A.  autocratic styles are most effective because of the clear chain of command

*B.  participative decision making seems to be effective; but autocratic styles may also be


effective in certain situations


C.  worker satisfaction and performance are almost always best with increasing influence


on decision making 


D.  laissez-faire and autocratic styles are less effective in all situations


E.  satisfaction and performance increase with decreasing responsibility given to


subordinates

Reference: p. 458, 459

______________________________________________________________________________

75.  The Ohio State Studies described leaders and groups in terms of __________


A.  consideration and initiating structure, and found significant correlations between


structure and performance


B.  consideration and initiatives, but researchers found inconsistent relation between


these factors and performance


C.  general traits, and found relationships between capacity, responsibility, and


performance

*D.  consideration and initiating structure, but researchers found little consistent relation


between these factors and performance

Reference: p. 460

______________________________________________________________________________

76.  In the Ohio State studies, initiating structure refers to which aspect of leader behavior?


A.  the leader's tolerance for ambiguity


B.  delegation of decision making

*C.  communicating task information and scheduling the work


D.  leader attentiveness to subordinate complaints


E.  leader willingness to create a new organization design

Reference: p. 460

______________________________________________________________________________

77.  In the Michigan studies, production-centered leaders


A.  could also be employee centered, regardless of how extreme their production-


centeredness was


B.  used consideration as a way to achieve subordinate productivity


C.  had higher productivity groups than employee-centered leaders

*D.  treated employees mainly as instruments for productivity without much


consideration for their feelings

Reference: p. 460

______________________________________________________________________________

______________________________________________________________________________

78.  In the Michigan studies, employee-centered managers

*A.  had more productive work groups than production-centered managers


B.  would probably score low on the Ohio State measure of consideration


C.  had satisfied subordinates but moderate to low productive subordinates


D.  were more likely to be found at only lower levels of organization

Reference: p. 460

______________________________________________________________________________

79.  The later Michigan studies identified four basic dimensions of supervisory behavior.  Two of these dimensions are


A.  interaction facilitation and consideration


B.  work facilitation and subordinate-centeredness


C.  support and initiation facilitation

*D.  goal emphasis and interaction facilitation

Reference: p. 461

______________________________________________________________________________

80.  The main thrust of contingency theories of leadership is that they


A.  focus on subordinates, not leaders


B.  focus on satisfaction, not performance

*C.  try to explain leader effectiveness in different kinds of situations


D.  make it possible for the leader to just behave, without having to diagnose which


behavior is likely to be best

Reference: p. 461

______________________________________________________________________________

81.  Which is not a contingency theory of leadership?


A.  Vroom-Yetton model


B.  path-goal theory 


C.  Fiedler's theory of leadership

*D.  achievement theory

Reference: p. 461

______________________________________________________________________________

82.  Which theory does not use a contingency framework?


A.  Fiedler's contingency model of leadership

*B.  The Ohio State studies 


C.  the path-goal theory


D.  the Vroom-Yetton Model

Reference: p. 461

______________________________________________________________________________

______________________________________________________________________________

83.  Which of the following is true of leader orientation (LPC)?


A.  it is a set of leader behaviors involving consideration

*B.  it is a stable trait unlikely to change


C.  it focuses on a leader's ability to exert influence 


D.  it is primarily a function of the environment


E.  all of the above

Reference: p. 464

______________________________________________________________________________

84.  The Least Preferred Coworker Scale (LPC) is a measure of leader __________

*A.  orientation, and reflects behavioral preferences 


B.  orientation and outcomes


C.  behavioral preferences 


D.  consideration

Reference: p. 464

______________________________________________________________________________

85.  The situational components of Fiedler contingency leadership theory are __________

A.  member-member relations, task structure, position power


B.  group cohesiveness, task structure, position power


C.  group orientation, member interdependence, leader orientation 

*D.  leader-member relations, task structure, and position power


E.  group orientation, task complexity, leader orientation

Reference: p. 464

______________________________________________________________________________

86.  Which behavior represents a high LPC leader?


A.  the head chef doesn't like our only female waiter, and prepares her orders more


slowly

*B.  the job shop manager dislikes George, but gives him the same opportunities as


everyone else of overtime


C.  the editor of "Political Winds" always places Ivan the critic's articles at the back of the


magazine


D.  your professor always gives passing grades to the slow learners because they need


extra help in getting through school

Reference: p. 465

______________________________________________________________________________

______________________________________________________________________________

87.  Which is true according to Fiedler's theory of leadership?


A.  high LPC leaders are directive and controlling

*B.  high LPC leaders tend to be more positively oriented towards least preferred


coworkers


C.  low LPC leaders tend to rely on reason for judgements


D.  low LPC leaders are least concerned with status and self esteem


E.  all of the above

Reference: p. 465

______________________________________________________________________________

88.  Assuming leader-member relations are good in all cases, which is an example of high situation control?

*A.  a foreman at an assembly line


B.  the copy editor of a newspaper 


C.  a bus driver on the job


D.  a high school teacher


E.  regional sales manager at a regional sales office

Reference: p. 465

______________________________________________________________________________

89.  Our company has a furniture production plant with a wide variety of tasks, ranging from simple to complex.  Employees there have a long history of tense relations with managers, and generally resent their presence.  We need to hire a plant manager who will work directly and closely with all employees.  What type of a leader should we choose?


A.  a low LPC leader


B.  an autocratic leader


C.  a bureaucratic leader


D.  a leader who will have a high degree of expert power

*E.  a high LPC leader

Reference: p. 465

______________________________________________________________________________

90.  According to contingency theory, the degree to which a leader has "situational control" depends upon


A.  how much  authority they are willing to use

*B.  leader-member relations, task structure, and position power 


C.  the support they get from their superiors


D.  LPC score of the subordinates


E.  none of the above

Reference: p. 465

______________________________________________________________________________

______________________________________________________________________________

91.  Our construction crews, most of which have high LPC leaders, have been working very slowly.  which of the following might be an appropriate method of improving their performance?


A.  increase task structure


B.  decrease task structure

*C.  replace the high LPC leaders with Low LPC leaders


D.  improve leader-member relations

Reference: p. 465

______________________________________________________________________________

92.  Cognitive resource theory of leadership argues that leaders


A.  who are more intelligent will be more effective regardless of the situation


B.  leader intelligence is necessary for effectiveness in stressful situations

*C.  leader intelligence helps under stress-free conditions; leader experience is needed


when the situation is stressful


D.  leader experience is harmful when situational stress is high; intelligence is needed


under stress

Reference: p. 466

______________________________________________________________________________

93.  According to cognitive resource theory, leader intelligence


A.  works favorably under most any condition


B.  is more important than leader experience 


C.  is only useful when conditions are stressful

*D.  is useful to effectiveness mostly when it is relevant to the task

Reference: lecture

______________________________________________________________________________

94.  What theory integrates the ability of the leader in its approach to leadership?


A.  Fiedler's contingency theory


B.  The Michigan studies


C.  Path-goal theory

*D.  Cognitive resource utilization theory

Reference: p. 466

______________________________________________________________________________

95.  What kind of leadership is not included in path-goal theory?

*A.  laissez-faire leadership


B.  directive leadership


C.  supportive leadership


D.  achievement-oriented leadership

Reference: p. 467

______________________________________________________________________________

______________________________________________________________________________

96.  Our unit is the best performing in the firm.  But we have a new manager, who has been told that we don't perform well.  According to path-goal theory she is most likely exhibiting which type of management style?


A.  participative

*B.  directive


C.  supportive


D.  high LPC


E.  considerate

Reference: p. 468

______________________________________________________________________________

97.  A sales manager says to his salespeople, "We need to increase copier sales 30% next year, and I know you can do it."  This leader is exhibiting what type of path goal theory behavior?


A.  participative 


B.  directive

*C.  achievement oriented


D.  supportive

Reference: p.467, 468

______________________________________________________________________________

98.  Path-goal theory __________


A.  focuses on behavior


B.  is a contingency theory of leadership


C.  links leader behavior to performance

*D.  all of the above

Reference: p. 467, 468

______________________________________________________________________________

99.  Subordinates with an internal locus of control react most favorably toward which leadership style according to Path-goal theory?


A.  directive


B.  supportive


C.  authoritarian


D.  power motivated

*E.  participative

Reference:  p. 468

______________________________________________________________________________

______________________________________________________________________________

100.  What is (are) the function(s) of the leader in path-goal theory?


A.  reduce task uncertainty


B.  remove barriers to performance


C.  increase positive valences of task to subordinates


D.  increase the positive valences of goal achievement to subordinates 

*E.  all of the above

Reference: p. 467, 468

______________________________________________________________________________

101.  Path-goal theory says that managers (leaders) can affect expectancies.  Yet my job as store manager does not include the authority to set salaries or bonuses.  How can I possibly affect my employee's performance?


A.  use achievement/leadership style

*B.  use social rewards such as recognition and approval

C.  appeal to employees' work ethic


D.  all of the above

Reference: p. 469

______________________________________________________________________________

102.  Some studies argue that while leader behavior may be the cause of subordinate behavior, it is also true that


A.  subordinates are the single most important cause of each other's behavior 


B.  leader behavior has its main impact on superiors up the chain of command 


C.  this is not true in non-western cultures

*D.  subordinate behavior may be a key cause explaining how leaders behave

Reference: p. 471

______________________________________________________________________________

103.  Which of the following is NOT TRUE of transactional leadership?


A.  The leader and the subordinate are viewed as bargaining agents.


B.  Pay and status are exchanged for work effort.

*C.  The leader inspires subordinates to work hard by appealing to their higher values.


D.  The leader works through the subordinate's self interest.

Reference: p. 472, 473

______________________________________________________________________________

104.   Which of the following is NOT one of the basic assumptions underlying transactional leadership?

*A.  Human effort is primarily driven by an individual's highest level needs and values


B.  Behaviors that pay off will persist over time.


C.  Individuals are goal directed and act rationally to achieve these goals


D.  Norms of reciprocity govern the exchange relationship

Reference:  p. 472, 473

______________________________________________________________________________

______________________________________________________________________________

105.  Which of the following best characterizes transformational leadership?


A.  the leader has the ability to transform his/her style in very dramatic ways

*B.  the leader stresses trust, confidence, and very high performance expectations


C.  the leader tries to transform subordinate personality without demanding high task


performance


D.  the leader seeks to transform or make changes in the environment with little regard to


subordinate satisfaction 


E.  none of the above

Reference: p. 473

______________________________________________________________________________

106.  Transformational leaders have which of the following characteristics?


A.  charismatic, warm controlling and maternalistic


B.  inspirational, supportive and laissez-faire

*C.  charismatic, inspirational, intellectually stimulating, considerate


D.  uses extrinsic rewards, high self-interest and demanding

References:  p. 473

______________________________________________________________________________

107.  Regarding the group's task or mission, the transformational leader


A.  uses innovative strategies


B.  has high, somewhat risky expectations


C.  expresses a "discrepant vision"


D.  demonstrates a realistic confidence

*E.  all of the above

References:  p. 473, 474

______________________________________________________________________________

108.  Followers of transformational leaders


A.  work hard but usually don't see clearly where the leader is heading

*B.  feel able to take on the new challenges with conscious, emotionally involved


commitment


C.  usually feel concerned and pressured, worrying whether the leader is capable of


achieving the new goals

D.  stay cohesive, but mostly as a way to protect themselves in case the leader fails.

Reference: p. 474

______________________________________________________________________________

______________________________________________________________________________

109.  Transformational leaders that attempt to change the direction of a company and improve its performance


A.  usually do so, much to the pleasure of stockholders


B.  usually get stockholder support before undertaking any major action


C.  typically try to wrest ownership of the firm away from current stockholders

*D.  may increase the risk to owners or stockholders, and thus dissatisfy them

Reference: p. 475

______________________________________________________________________________

110.  One speculation about the transformational or charismatic style of leadership is that 


A.  females rarely if ever exhibit this style


B.  it runs the risk of becoming dangerous because it is so powerful

*C.  it may be possible to train people to use this style


D.  it demonstrates that traits count more than behavior in leadership effectiveness

Reference: p. 475

______________________________________________________________________________

111.  The vertical dyad linkage theory of leadership is unique in its 

*A.  attention to responses from and behaviors of leader and subordinate as they enact


their relationship


B.  emphasis on vertical uses of power and politics


C.  conclusion that a leader should not vary his/her role relationship from subordinate to


subordinate


D.  finding that role theory is an inadequate way to study leadership

Reference: p. 475

______________________________________________________________________________

112.  According to vertical dyad linkage theory, the effectiveness of a superior-subordinate relationship is a function primarily of 


A.  the subordinate's willingness to comply with requests


B.  the superior's interactional and conversational skills


C.  the organization's support for dyadic linkages

*D.  the level of agreement between the boss and subordinate about key factors relevant


to their working relationship


E.  the avoidance of negotiating in the relationship

Reference: p. 475, 476

______________________________________________________________________________

______________________________________________________________________________

113.  Which of the following are regarded as substitutes for leadership


A.  the subordinate


B.  the task


C.  the organization

*D.  all of these

Reference: p. 476, 478

______________________________________________________________________________

114.  Which of the following is definitely true of leadership?


A.  effective leadership causes good performance


B.  good performance causes good leadership


C.  when performance is poor, leaders become considerate

*D.  task structure, subordinates, and organization can be substitutes for leadership

Reference: p. 476-478

______________________________________________________________________________

115.  Even though certain conditions act as substitutes for leadership


A.  leaders don't like to send in substitutes


B.  these conditions are usually temporary


C.  these conditions are much more expensive than the leadership itself

*D.  it takes good leadership to develop and sustain the substitutes


E.  substitutes do not work in high involvement organizations

Reference: p. 478

______________________________________________________________________________

116.  Which of the following tends to reflect the existence of effective substitutes for leadership?

*A.  HIO's (high involvement organizations)


B.  part-time supervisors


C.  coach changes in the National Football League


D.  centralized organic organizations

Reference: p. 478

______________________________________________________________________________

Chapter 16

Organizational Change

______________________________________________________________________________

1.  The evidence indicates that organizations can restructure and enter mergers without eliminating jobs or laying off employees.

*FALSE*

Reference: p. 489

______________________________________________________________________________

2.  Computerization and advanced communication systems has almost eliminated the need to place U.S. employees in foreign assignments.

*FALSE*

Reference: p. 489, 490

______________________________________________________________________________

3.  Trends toward globalization serve as a major reason why organizations need to be skilled at change.

*TRUE*

Reference: p. 489, 490

______________________________________________________________________________

4.  There are only two major environments that trigger the need for change:  the competitive and the political-legal environments.

*FALSE*

Reference: p. 490

______________________________________________________________________________

5.  Ownership changes are rarely, if ever, a major change force for organizations.

*FALSE*

Reference: p. 489

______________________________________________________________________________

6.  The least likely thing that will act as a pressure to change in an organization is dissatisfaction with performance relative to the competition.

*FALSE*

Reference: p. 488

______________________________________________________________________________

7.  Before a change can begin to have an effect, a process of "unfreezing" the status quo is usually necessary.

*TRUE*

Reference: p. 492

______________________________________________________________________________

______________________________________________________________________________

8.  The "unfreezing" process, if successful, is followed by a second process called "refreezing".

*FALSE"

Reference: p. 492

______________________________________________________________________________

9.  The process of making a change become permanent is called the "transformation process".

*FALSE*

Reference: p. 492

______________________________________________________________________________

10.  Organization change is usually to interesting and exciting that resistance to change is quite uncommon.

*FALSE*

Reference: p. 492

______________________________________________________________________________

11.  One of the major reasons why people resist change is fear of the unknown.  

*TRUE*

Reference: p. 492

______________________________________________________________________________

12.  For organizational changes to be successful, they must be compatible with an organization's culture and history.

*TRUE*

Reference: p. 493

______________________________________________________________________________

13.  An organization's culture can be a barrier to change, because culture helps to maintain stable behavior patterns.

*TRUE*

Reference: p. 493

______________________________________________________________________________

14.  In order to be effective, organizational change programs must consider the effects of the organizational power structure.

*TRUE*

Reference: p. 493

______________________________________________________________________________

15.  The McKinsey 7S model demonstrates that the success of change is contingent upon key interdependencies in the organization. 

*TRUE*

Reference: p. 494

______________________________________________________________________________

______________________________________________________________________________

16.  Pressures for change are often varied, complex, and interact with each other in a dynamic fashion.  

*TRUE*

Reference: p. 494

______________________________________________________________________________

17.  Leverage points" of change are critical because they represent potentially powerful points of resistance.

*TRUE*

Reference: p. 495

______________________________________________________________________________

18.  Management skills are rarely a problem in implementing change;  it is their will to change that needs attention.

*FALSE*

Reference: p. 495, 496

______________________________________________________________________________

19.  Teamwork in implementing change is critical because it impacts on member commitment to change.

*TRUE*

Reference: p. 496

______________________________________________________________________________

20.  Motivation to change is based on the perceived value of the change and estimates as to whether success is possible.

*TRUE*

Reference: p. 497, 498

______________________________________________________________________________

21.  Self efficacy is essential to the motivation stage of the change process.

*TRUE*

Reference: p. 498

______________________________________________________________________________

22.  Efficacy is the degree to which an individual or unit feels a proposed change beneficial to the organization.

*FALSE*

Reference: p. 498

______________________________________________________________________________

______________________________________________________________________________

23.  The three stages in the change process are:  (1) create motivation to change, (2) use appropriate change methods, and (3) reinforce change.

*TRUE*

Reference: p. 498

______________________________________________________________________________

24.  To succeed at change, all you need is the motivation to do so.

*FALSE*

Reference: p. 498

______________________________________________________________________________

25.  Refreezing to solidify a change is best accomplished through various reinforcements

*TRUE*

Reference: p. 498, 499

______________________________________________________________________________

26.  It is not wise for management to foster open communication in the early rumor stage of organization change.

*FALSE*

Reference: p. 499

______________________________________________________________________________

27.  Senior managers are critical in the change process because they have information that is more complete earlier in the change process.

*FALSE*

Reference: p. 499, 500

______________________________________________________________________________

28.  Change plans are usually confirmed with an official organizational announcement

*TRUE*

Reference: p. 499

______________________________________________________________________________

29.  Once change plans are officially confirmed, management communication should be aimed at reducing uncertainties.

*TRUE*

Reference: p. 501

______________________________________________________________________________

30.  Management can prevent employee anger and resentment by taking the initiative to officially announce a forthcoming change.

*FALSE*

Reference: p. 501

______________________________________________________________________________

______________________________________________________________________________

31.  Participation in the change process can help reduce employee feelings of helplessness.

*TRUE*

Reference: p. 501

______________________________________________________________________________

32.  It is a waste of time to try to present a forthcoming organizational change as a set of opportunities.

*FALSE*

Reference: p. 501

______________________________________________________________________________

33.  Once a change is implemented, it is best to "let it sit" rather than evaluate the past events of the change.

*FALSE*

Reference: p. 502

______________________________________________________________________________

34.  Coaching as an informal type of training means composing a project team with members from various specialized departments.

*FALSE*

Reference: p. 503

______________________________________________________________________________

35.  Coaching and mentoring can be of special value to women and minorities in an organization.

*TRUE*

Reference: p. 503

______________________________________________________________________________

36.  Coaching and mentoring should be kept separate from training programs that emphasize modeling behavior.

*FALSE*

Reference: p. 503

______________________________________________________________________________

37.  Counseling usually has only two major outcomes or goals:  reassurance  and clarified thinking.  

*FALSE*

Reference: p. 503

______________________________________________________________________________

38.  Counseling is usually used only to deal with severe employee problems in the workplace.

*FALSE*

Reference: p. 503

______________________________________________________________________________

______________________________________________________________________________

39.  Trained supervisors should feel free to handle just about any employee problem with counseling.

*FALSE*

Reference: p. 503

______________________________________________________________________________

40.  Change at the group level should avoid the use of group pressure as a stimulus to individual motivation to change.

*FALSE*

Reference: p. 504

______________________________________________________________________________

41.  Change methods for groups utilize group acceptance but not group pressure (because of its ill effects) in the change process.

*FALSE*

Reference: p. 504

______________________________________________________________________________

42.  Lectures, business games, and role playing are all used in facilitating group change.

*TRUE*

Reference: p. 505

______________________________________________________________________________

43.  Effective transfer of training involves making sure that the training setting is distinct and different from the work setting.

*FALSE*

Reference: p. 505

______________________________________________________________________________

44.  Team building efforts are usually confined to improving cross-department project teams.

*FALSE*

Reference: p. 505

______________________________________________________________________________

45.  The team building method does not have to take a long time to be effective.

*FALSE*

Reference: p. 505

______________________________________________________________________________

46.  Teambuilding often begins by surveying team members in order to identify areas of potential improvement.

*TRUE*

Reference: p. 505

______________________________________________________________________________

______________________________________________________________________________

47.  The goal setting approach to team building entails unstructured groups which deal with the perceptions, values, and behaviors and interpersonal deficiencies of those within the group.

*FALSE*

Reference: p. 505

______________________________________________________________________________

48.  Interpersonal approaches to teambuilding emphasize improving communication and cooperation skills.

*TRUE*

Reference: p. 506

______________________________________________________________________________

49.  Interpersonal teambuilding is particularly difficult with "family" groups because of potential threats to organizational functioning if members respond negatively to training.

*TRUE*

Reference: p. 506

______________________________________________________________________________

50.  Organization development (OD) refers to the natural growth and expansion of any given organization.

*FALSE*

Reference: p. 506

______________________________________________________________________________

51.  The key feature of organizational development is the emphasis on planned change.

*TRUE*

Reference: p. 506

______________________________________________________________________________

52.  The McKinsey 7-S Model is not appropriate for use in an organization development effort.

*FALSE*

Reference: p. 506

______________________________________________________________________________

53.  Successful change agents are rarely considered to be among the organization's superstars.

*TRUE*

Reference: p. 506

______________________________________________________________________________

54.  Organization analysis is one method of identifying organizational needs.

*TRUE*

Reference: p. 506

______________________________________________________________________________

______________________________________________________________________________

55.  The purpose of action research in an organization-wide change program, is to show where and why a particular system is not working.

*TRUE*

Reference: p. 506

______________________________________________________________________________

56.  An organizational needs analysis is often done using interviews and questionnaires to gather data.

*TRUE*

Reference: p. 506

______________________________________________________________________________

57.  Managerial motivation strategies, such as management by objectives, can become an integral part of an organization development effort.

*TRUE*

Reference: p. 507

______________________________________________________________________________

58.  Organization change succeeds best when those inside the organization plan the change without any outside help.

*FALSE*

Reference: p. 507, 509

______________________________________________________________________________

59.  An effective organization change program requires no follow-up study or modification.

*FALSE*

Reference: p. 508

______________________________________________________________________________

60.  Evaluating the success of a change effort should be done quickly so as to not exceed one month of evaluation.

*FALSE*

Reference: p. 508

______________________________________________________________________________

61.  Organizational development results can be reinforced by providing feedback on changes that occur.

*TRUE*

Reference: p. 508

______________________________________________________________________________

______________________________________________________________________________

62.  In assessing the effects of a change effort, results can usually be tied to the events that caused them.

*FALSE*

Reference: p. 509

______________________________________________________________________________

63.  It is much to costly relative to the benefits to do an evaluation of the effects of an organizational development program.

*FALSE*

Reference: p. 510

______________________________________________________________________________

64.  There is practically no research evidence that supports the success of organizational development efforts.

*FALSE*

Reference: p. 510

______________________________________________________________________________

65.  One of the most common causes of pressure on companies to change is


A.  decreased diversity in the work force


B.  complexity in federal trade legislation enacted since 1990

*C.  dissatisfaction with performance of the organization


D.  changes in stock market evaluation criteria 


E.  none of the above

Reference: p. 488

______________________________________________________________________________

66.  In recent years, many organizations are experiencing a growing need to change because of 


A.  an unusually increase in natural disasters


B.  reduced federal tax rates

*C.  increased global competitiveness


D.  decreases in service sector employment

Reference: p. 489, 490

______________________________________________________________________________

67.  Some of the main causes of structural changes in modern organizations are

*A.  acquisition, mergers, and size changes


B.  centralization of decisions and headquarters relocations


C.  increased workforce diversity and power


D.  increased face-to-face communications and employee international travel

Reference: p. 489

______________________________________________________________________________

______________________________________________________________________________

68.  Which of the following do U.S. employees often experience in overseas assignments?


*A.  family difficulties with local language

B.  currency exchange difficulties


C.  overly concerned home office personnel department employees


D.  local competitors have a large marketing advantage

Reference: p. 490

______________________________________________________________________________

69.  Resistance to change in an organization, according to a biological perspective, is due to 


A.  fear of becoming prey to a new predator

*B.  prior adaptations that create an equilibrium of pressures


C.  ambiguities in the status quo are preferred to predictability in a future state


D.  shortened time frames that are inconsistent with most biological theory

Reference: p. 491

______________________________________________________________________________

70.  When employees feel that changes threaten them with ambiguities or personal failure, they are very likely to


A.  expect extra pay before they will cooperate fully in the change effort

*B.  exhibit resistance


C.  increase cohesiveness to make the changes successful


D.  leave the organization; turnover increases significantly

Reference: p. 491

______________________________________________________________________________

71.  Before one can expect an organization to change, an initial process called __________ should occur.


A.  internal trembling


B.  transformation


C.  resultant adaptation

*D.  unfreezing

Reference: p. 492

______________________________________________________________________________

72.  Keeping up with or getting ahead of the competition is particularly difficult when 


A.  you don't speak their language


B.  they change their minds and copy your old methods

*C.  they make changes before or soon after you adapt to a prior change


D.  their organization culture is the same as yours

Reference: p. 493

______________________________________________________________________________

______________________________________________________________________________

73.  It is well documented that many change efforts fail because


A.  organizations fail to copy programs used in other organizations


B.  managers try to change the cause of the problem rather than focus on its consequences


C.  the wrong people usually quit during the change effort

*D.  they are incompatible with the organization's culture and power structure


E.  none of the above

Reference: p. 493

______________________________________________________________________________

74.  A mechanistically managed organization decided to increase its use of teams as a way to change and adapt better to its environments.  Such as organization would therefore have to also change its


A.  structure to a product organization

*B.  degree of decentralization


C.  board of directors


D.  span of control

Reference: p. 493

______________________________________________________________________________

75.  The McKinsey 7-S model focuses on 

*A.  key interdependencies that can make or break a change effort


B.  subsystem separation needed to make change successful


C.  environmental forces that exert pressure to change


D.  top leadership team development

Reference: p. 494

______________________________________________________________________________

76.  Various change pressures that bear down on an organization are usually


A.  pushing the organization in the same direction


B.  clear and uniform in origin


*C.  complex and interactive


D.  very difficult to define, which is why managing change is nearly impossible

Reference: p. 494

______________________________________________________________________________

77.  One organization succeeded in establishing effective teams in the production divisions, but these teams eventually failed because other divisions wouldn't recognize the team leaders' authority.  This is an example of difficulties with


A.  vertical communication


B.  line-staff relationships


C.  boundary spanning role enactment

*D.  key interdependencies

Reference: p. 493, 494

______________________________________________________________________________

______________________________________________________________________________

78.  Which of the following might initiate a need for change in an organization?


A.  growth of the organization


B.  stockholders


C.  new product lines


D.  competition

*E.  all of the above

Reference: p. 494

______________________________________________________________________________

79.  The identification of key leverage points is particularly important to successful change because 


A.  without leverage, change is very likely to break down midstream

*B.  leverage points often become major barriers to change if not attended to


C.  despite their increased cost, leverage programs have a good track record


D.  it forces the organization to utilize outside leverage consultants

Reference: p. 494, 495

______________________________________________________________________________

80.  Which of the following is NOT one of the 5 leverage points for change cited in the text?


A.  the setting


B.  management skills

*C.  foreign competition


D.  organization culture


E.  teamwork and team building

Reference: p. 495, 496

______________________________________________________________________________

81.  What are the three basic stages of change outlined in the text?

*A.  motivation to change; means of change; reinforcement


B.  change pressure; means of change; feedback


C.  change pressure; along with belief in success of change; reinforcement


D.  motivation; implementation; measurement

Reference: p. 498

______________________________________________________________________________

82.  The motivation to change is based upon 

*A.  perceived value of the change and its odds for success


B.  opportunity and ability


C.  perceived value of the change and opportunity


D.  ability and duration of the proposed effort

Reference: p. 498

______________________________________________________________________________

______________________________________________________________________________

83.  Which of the following is NOT a typical source of self-efficacy?


A.  personal achievements


B.  vicarious learning or modeling


C.  verbal persuasion

*D.  mother's occupation

Reference: p. 498

______________________________________________________________________________

84.  To help employees to deal with and support change efforts, managers can use certain trigger events to


A.  eliminate cognitive dissonance

*B.  foster amended mindsets


C.  encourage enactive mastery


D.  romanticize the change effort


E.  none of the above

Reference: p. 499

______________________________________________________________________________

85.  Early in the change process, managers may best deal with rumors by


A.  ignoring them


B.  issuing countering rumors

*C.  learning their content and opening up communications organization-wide


D.  denying them so as not to prematurely reveal planned changes

Reference: p. 499

______________________________________________________________________________

86.  When management confirms a change effort with an official announcement,


A.  a period of chaos and disruption inevitably occurs


B.  it should represent the beginning of the their open communication with employees


C.  they should begin their listening to employee rumors and reactions

*D.  employees are likely to begin to think about and consider the specific implications of


the change

Reference: p. 499

______________________________________________________________________________

87.  In announcing and implementing change, management should


A.  avoid detail about the reasons behind specific change tactics

*B.  involve employees in decision-making and explain widely how decisions were


arrived at

C.  publish a biannual change newsletter


D.  keep change issues off the local area network

Reference: p. 499

______________________________________________________________________________

______________________________________________________________________________

88.  After the change effort comes to a close management should


A.  avoid celebrations; employees think they are corny


B.  prepare and distribute a managerial evaluation report

*C.  establish some form of an evaluation process involving employees


D.  bring in skilled consultants to perform a thorough evaluation

Reference: p. 502

______________________________________________________________________________

89.  Which of the following is NOT true of mentoring?


A.  a mentor is usually an older and experienced organization member

*B.  a mentor should be the direct supervisor of the younger person


C.  mentoring arrangements are carried out so as to meet the needs of the two parties


D.  mentoring is typically used as an individual change method

Reference: p. 503

______________________________________________________________________________

90.  Why is mentoring of special value to women and minorities in organizational settings?


A.  women and minorities are more deeply affected by role models


B.  because mentoring is an intensive technique that too often threatens white males


C.  mentoring is designed to train women and minorities to become skilled mentors


themselves

*D.  mentoring can compensate for the fact that women and minorities are often excluded


from other information networks

Reference: p. 503

______________________________________________________________________________

91.  Which of the following problems might best be addressed through individual counseling?


A.  difficulties in superior-subordinate relationships


B.  salary disputes


C.  career transitions


D.  staff cutbacks

*E.  all of the above

Reference: p. 503

______________________________________________________________________________

92.  The goal(s) of counseling is (are) __________.


A.  individual training

*B.  learning, growth, and changed behavior


C.  dealing with severe individual emotional problems


D.  dealing with problems of small groups of employees

Reference: p. 503

______________________________________________________________________________

______________________________________________________________________________

93.  Most organizations engage mainly in "shallow" type counseling.  This means that 


A.  only superficial or trivial problems are addressed

*B.  supervisors should restrict their counseling to work problems


C.  supervisors should deal only with shallow personalities


D.  no attempt should be made to deal at all with emotional problems

Reference: p. 503

______________________________________________________________________________

94.  One important distinction between group methods of training and individual methods is

*A.  group methods often include group norms and pressures to conform to encourage


change


B.  conformity pressures of groups tend to alienate trainees


C.  individual training must always precede group training, thus making group training


much more costly


D.  group training prevents the use of computer based instruction

Reference: p. 504

______________________________________________________________________________

95.  What is the difference in motivation to change between groups and individuals?


A.  individual motivation within groups is weaker 


B.  groups have superordinate goals, individuals do not


C.  collective motivation is stronger than individual motivation

*D.  in addition to individual motivation, groups use group pressure and acceptance


E.  groups must reach consensus

Reference: p. 504

______________________________________________________________________________

96.  The most common approach to group change is to use 


A.  counseling


B.  mentoring

*C.  various training techniques


D.  efficacy analysis


E.  none of the above

Reference: p. 504, 505

______________________________________________________________________________

97.  The group change method often used for skill development and attitude change is 


A.  lecture


B.  case study

*C.  role play


D.  programmed instruction

Reference: p. 505

______________________________________________________________________________

______________________________________________________________________________

98.  It is important to maximize the similarities between the training situation and the work setting in order to facilitate


A.  enactive mastery


B.  trainability


C.  social learning

*D.  transfer of learning

Reference: p. 505

______________________________________________________________________________

99.  Before training our secretaries to us word processors, what should we do first?


A.  engage in modeling


B.  show them the reasons for using word processors


C.  engage in role playing

*D.  ascertain their trainability


E.  show examples of other companies' results of using word processors

Reference: p. 505

______________________________________________________________________________

100.  If you wanted to use modeling effectively in a training program, which of the following would you do?


A.  use programmed instruction

*B.  use films


C.  engage in lecture-discussion sessions


D.  include a heavy component of counseling

Reference: p. 505

______________________________________________________________________________

101.  Which is NOT true of team building?


A.  it focuses on any defined work group

*B.  it takes a short time to be effective


C.  it often uses a goal setting approach


D.  it begins with self-examination

Reference: p. 505

______________________________________________________________________________

102.  Team training that emphasizes improving interpersonal competence (e.g., sensitivity training)


A.  stresses increased use of evaluative communication

*B.  may damage interpersonal relationships


C.  should not be used with groups of employees at the same organizational level


D.  ensures trainability

Reference: p.506

______________________________________________________________________________

______________________________________________________________________________

103.  The sensitivity training method of team building emphasizes increasing the __________ of group members.


A.  interpersonal competitiveness


B.  interpersonal dependency

*C.  interpersonal competence


D.  independence

Reference: p. 506

______________________________________________________________________________

104.  At our oldest plant we have a great deal of difficulty with racism among supervisors.  Which training method do you suggest we use to change their attitudes?


A.  film presentations

*B.  sensitivity training


C.  programmed instruction


D.  case studies

Reference: p. 506

______________________________________________________________________________

105.  Which are approaches to teambuilding?


A.  OB Modification Programs


B.  achievement training and modeling

*C.  goal setting and sensitivity training


D.  reinforcement model and laboratory training

Reference: p. 505, 506

______________________________________________________________________________

106.  One of the characteristics that distinguishes organization development is


A.  its low cost


B.  the speed with which results are obtained

*C.  its emphasis on planned change


D.  its adherence to a set of steps uniformly applied to any organization

Reference: p. 506

______________________________________________________________________________

107.  Organization development (OD) strongly acknowledges how changes in one part of an organization are connected to other parts of the organization or its culture.  This make OD consistent with


A.  mechanistic strategies

*B.  the McKinsey 7-S model


C.  sensitivity training


D.  matrix organization

Reference: p. 506

______________________________________________________________________________

______________________________________________________________________________

108.  Organization development efforts often rely heavily on

*A.  change agents


B.  intuition rather than data


C.  the cooperation of competitors


D.  quick solutions to difficult problems

Reference: p. 506

______________________________________________________________________________

109.  Organizational __________ is conducted to identify what should be changed in an organization.

*A.  analysis


B.  goal setting


C.  feedback


D.  training

Reference: p. 506

______________________________________________________________________________

110.  Organization development efforts often begin with


A.  replacement of top management


B.  elimination of major operating policies to "clear the slate"


C.  consultants who are used to convince managers that the organization is in terrible


shape

*D.  action research such as surveys with feedback of the data

Reference: p. 506

______________________________________________________________________________

111.  Which of the following is incorrect for Organization Development (OD)?

A.  OD practitioners often have training in the mental health sciences such as psychology

*B.  OD mainly focuses on the improvement in individual competence


C.  OD practitioners emphasize diagnosis and the use of specific change methods


D.  OD emphasizes the use of change agents who collaborate with organization members


to produce a self-directed change.

Reference: p. 506

______________________________________________________________________________

112.  Managerial motivation strategies such as used in High Involvement Organizations

*A.  can be used effectively as part of an organizational development effort


B.  are appropriate for individual, but not group, change


C.  are effective as change methods in private but not public organizations


D.  are used in high involvement organizations, not in organizations needing


organizations development

Reference: p. 507

______________________________________________________________________________

______________________________________________________________________________

113.  What is necessary for a successful change program in an organization?


A.  action research 


B.  organizational needs analysis


C.  reinforcement of organizational changes


D.  employee participation

*E.  all of the above

Reference: p. 506-508

______________________________________________________________________________

114.  An organization-wide change effort might easily fail because


A.  too many reinforcements are applied

*B.  no one follows up to see whether changes took hold


C.  follow-up assessments create further modifications


D.  other organizations may want to visit and discuss the experience

Reference: p. 508

______________________________________________________________________________

115.  One major problem in evaluating the success of an organization development program is 


A.  the fear of discovering that no change occurred.


B.  consultant usually refuse to do it

*C.  isolating and identifying which changes had which effects 


D.  that participants are reluctant to comment of the success or failure of the effort

Reference: p. 509

______________________________________________________________________________
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